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f OF KEY RECiOMMEINDATIOWS 



Of the niimerouB reconsnendations scattered throiic^out this report and enumer- 
ated in^he final chapter, the Study Team identifie.s the following key reccnnnenda- 
tlons as being of special importance. The nuoibers in parentheses refer to the 
list of recommendations in Chapter XII. The Sfiicty Team recconiends that: 

' ■ t 

(1) The management style, of the Libraries/AVC should 

-•become more f ormaI> in that plans, policies, responsibilities and performance 
goals are developed, documented and reviewed ^n a regular basis; 

-become better informed in that greater emphasis is placed on communication 
amd management information, especially data on the needs and behavior of 
users and potential. tiBers. 

-become more participative in sharing, where possible, involvement in planning 
and decision-making. 

(2) T!he following statement of Mission and Implementation should be adopted as 
B, basis^ for the development of the Libraries/AVC. 



MISSION 

The mission of Purdue University Libraries/AVC is to meet the informational 
requiremeijits of the total University community. 



. JMPLEMEHTATION 

i. To assess the informational requirements of the University community on a 
continuing basis by formal and Informal interaction with aU other elements 
of the University connunity. ^ 

ti. To select frOTi available information that portion most applicable to the 
requirements of the University community. 

iii. To acquire, organize and arrange these informational resources in a manner arid 
in a physical setting most conducive to their use. 

iv. To interpret and publicize these resources through informational and educative 
services in order to increase the benefits of the Libraries/AVC to all members 
of the University community. 

V. To maKe available, interpret and publicize an additional range of informational 
resources and services by act^ive collaboration with other institutions through 
interlibrary loan, information networks, and other cooperative arrangements. 

vi. To study the operations and services provided by the Libraries/AVC to assure 
effective use of available resources « 

vii. To present and interpret to the funders the fiscal and other needs of the 
T-n!ir- Libraries/AVC. 

vHTr Tto provide an enviroment in which to develop and maintain a capable staff. 
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lx» To anticipate euid plan for future developments in infbrmational needs -and 
services which are likely to affect the University community, 

Hbte: In addition the Study Team -considered the possibility of the Libraries/AVC 
becoming more involved in the vhole spectrum of producing and' using 
recorded information* There was not agreement on this pointy but a 
minority opinion is that the Libra^es/AVC should Le aiore involved in 
identifyit^ inadequacies in-the sources of* information and be more 
' ' active in producing, testing and reVieving recorded information;" 

(3) ll^e Libriu'ies/AVC should structure its organization along more functional 
lines* A stiidy shoxild be made to determine priorities and locations where 
regrouping of .related aiKi/or similar ftinctions can be achieved, including , ^ 
the Audio -Visual Center. 

I* 

(15) A new classification of employment, between clerical/service end professional 
in terms of salary, benefits and responsibilities should be j^stablished/ This 
^-new classification would consist of several strata of '•para-professionals'' who 
perform highly skilled, technical and/or semi-prof essionkl functions and should 
include the QAA tod TAA classifications, 

(U) A Planning Office should be formally established under th^ supervision, of the 
Associate Director bringing tog^her the functions of planning, budgeting, 
management information, personnel., systems and research, 

' '\ . ' > 

(6) A thorough review should be made of ^he Readers Division organization with a 
view to further consolidation leading to eigjht school librarians reporting to 
the Assistant Director, who in addition would be, given adequate Jwtoiixlstrative 
assistance* 

(8) The ste^f li at all levels should be ^nvolved In committee wprk, 

(27) CoBmlttee for Staff Concerns > 

(a) There is a need for a staff concerns committee to examine matters of 
supervision, personnel policies, staff development, aid working con- 
ditions, 

(b) The Study Team would see the committee ad reporting to the Director and 
also acting in an advisory capacity in personnel matters, 

fc) This committee shotdd be broadly based, - ^ 

(d) It is suggested that we start with an elected interim committee with 
'^two functions: 

1, Devise a suitable permanent comattittee(s) based in part upon' the 
f Inklings of thec^ study, 

2, Handle such urgertt assignments *S are- referred to it, ^ 

(53) There should be a program for preparing, discussing, reco^wjing, distributing, 
publicixing and reviewing policies. The policies should be examined on an 
annual basis to ensure that they reflect the range and type of services the 
Libraries/AVC should be providing. 

(105) The Study Team identifies the quality of supervision as a matter of major 
Importance, We recommend' that the design and imi^lementation of suitable 
programs for the various groups^^of staff be given a high priority, and fur- 
ther that these programs be tailored to specific Librartes/AVC needs. After 
O the Initial pilot stages are completed, successful completion of the appro- 
IE RJC pr late course should be expected of all staff, both professional and clerical, 
HSKM who have any supervisory duties whatsoever^ 
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(17) Tn order tou ensure coordination of ficademic programs with library needs, 

communication between ,the Libraries/AVC and all^ academic dep€u:tments should 
. be improved. . * 

(57) ITie Study^^eani believes that laoving toward the broad use o^ performance goals 
*w±ll make a significant contribution to more effective Libraries/AVe operations 
The Study Team is conscious that there may be slgiU.f icant problems In the . 
Impiemcfntation of perfermance goals in the Libraries/AVC^env:^nment« Never- 
theless, the study team reconiaends that the use of pei^formance go^s be tried 
in one or more parts of the Librariea/AVC system on an experimental baj3is« 

(36) Infoniation concerning the cost-effectiveness of various alternatives in 
staffing, jnateriais, purchasing, services,, etc. , Should be made readily- 
available. Major study is indicated here. 

(58) A major finding of the study Js Iftiat there'^are serious communiciition problems. 
The Study Team 'recoinMnds that greater emphasis be placed on communications in 

^ dealing with pl^ aspects of management and service. Greater attention shoxild 

ba l^aid to the need for multiple channels of communication And to the need to 
check occasionally on the effect ivehess of these channels, especially with ^ 
regard to unconventional services. , 

(71) The salaries of clerical and service staff should be raised and maintained 

in order that the Bracket index be in line with the Business Procedures Manual. 

("•7) Continuing attention be given to discriminc^tion which is a contentious and 
important topic. Statistical data is difficult to handle and can be mis- ^ 
leading. It is clear that at the present time there are a nxamber of unbaleuaces 
Minority groxips €U'e* under-represented throughout; 
Senior posts, higher professorial ranks and service classifications ' 
have proportionately more men than women; 
(c) Clericaljknd typing classifications have proportionately more women 
^ than men^\ # 
The Study Team reconmends that the Libraries/AVC give high priority to 
achieving a more balanced distribution in the future. 

(91^ Greater attention should be given to staff development, both by encouraging 
self- improvement and by providing assistance as appropriate. Not only does 
the Libraries/AVC employ over 200 staff, but these staff account for most 
of the Libraries/AVC b\idget and the quality of our services depends very ^ ^ 
directly on the skills and efffectiveness of our staff. A staff devolopment 
function should be defined and responsibility assigned, with a specific 
charge to: 

(a) expand the development of the individual staff member through increased 
awareness and utilization of available programs and benefits, and 

(b) preparing and administering new programs in on-the-job training. 

/ . . ■ 

(110) The need of the Libraries/AVC for Research and Development should continue 
to be recognized and supported by the Libgraries/AVC administration. 

pni/- Professional salaries should be examined and compared with other University 
^a^^ salaries. Improvements should be made where called for. 
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(lit) ThTitudy Team draws attention to the fact that most 'of the reconmendations 
abovrare concerned with the manner In which the Libraries/AVC is managed 
and requests that, in qases where immediate implementation does not seem 
' feasible , the factors whicli lead to the recomnendation will be borne in 
mind in the development of the Libraries/AVC. 
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PREFACE . 

^It is important to stress thai the Interoal maxiagement reviev and analysis 
which has resulted in this report has been a study vlth a difference. The. staff- 
ing of the study and the manner In vhic^ it has been conducted hare been ucflxsual. 
k This Is relevant both to the imderstanding of the report and also to the appre* 
elation of the reconmendatlons. 

To a degree iihlch is probably' unprecedented this -manc^emefit review and 
analysis is a study by the staff of the Libraries and Audio-Visual Center, Nbt 
only were the Study Team and the eight Task Foi!r6e8 drawn from all levels of th^ 
Libraries and Audio-Visual Center staff > but. a systematic effort has been su8<^ 
tained through enquiries , draft reports and open meetinga to involve all staff 
in the process of Identifying problems , analyzing situations and developing and 
discussing various recommendations, 

^ The contents of this report and its recCTSiezidations are not likely to 
^ > cause much surprise. This fact reflects the Stxidy Team's policy of involving 
the staff in this attempt to impxtnre the organization in iAlcbir:ve vork and the 
service which it provides, 

7 
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CHAPTER I 



INTRODUCTION 

A« Trends In higher education, 
B« Tbe organizational ft'eaework, 
!• Purdise Unireralty " 
li« Libr&riea and A\]dio«-VlBual Center 
C« The strategy for this stody* ^ 



This chapter rerleirs the educational end organizational emriron* 
aent of the Libraries and Audio«Vistial Center and the trends which the 
study team regards ^as likely to affect this emrlronnent. Finally the 
strategy adopted by the study teaa for this internal manageaient self ^ 
study in this enrlroHBient is described* 



BEST COPV WWUBLE OQOOi 
a IN HIGHBR IDDCATODOW i 



The* uni vers it3' enviro.unent of;- the 1970* s is characterized by chaiipe. ^ xl^ere 
are chemges in the courses that axe being taught, in the manner in which, they are 
taught, and the faculty ;t}iat is teaching them. The university atjjoiiniatration^ due 
to'^'budget and other cpntsidcr&tions, is revising its organizatipn' and procedxires. 

In the paragraphs below will Outline some of the signific^t trends whicxi 
have been suggosted by staff members and by supplementary reading. 

uiiiVF.?vS*rf 'AND sccim 

* Univelraity philor.oplu^s'r, and objectives are being revised to relate the 
university more closely, ard more effectively to society as a whole.' Since there 
is a graatjddeal of cbnflilct'fn opinion on where the emphasis shoul4 be, the uni- 
verisity is ask^.ng 'for* and rc9eiving input 'from students, faculty, parents,, alumni, 
'and othor ' citizen.-?. ^ ' . ' • 

The feeling' is that foot secondary education should be available to anyone, who 
wantn it, including the cducc-'cionally disadvantaged, the aged, the physically handi- 
capped, shut-ins, people in prisons^ an<J institutions,* the people iri^.the armed ^ 
service.^, etc. one propotU. of the State CooMiBBlon Hlghez^ Education 
(l^priTtliat^l^iir^ UlilTerslty eetsibllsh a tenth college, such aa a *Sebool of 
ms^^^m ^. • i»^^,«M*.44« college** for all the people in its ^region* 



Oeneral ftvAiett m a *coaHinity . . . 

Ihis college Algbt offer programB in cooperation vltb iry Teeh. 



,'nie changes in technology ?>ve requiring people to "retool^' themselves every' ' ; 
few years.. This training may not be formal degree programs or ciascwork, . out may 
involve c6rre3pondence cc 'r: :.^., workshop;5, minicourses on campus, TV courses, 
continuing education, cbc-. 

* Another type of student is the fereon who vrishes to chaSa^e careers. Either 
economic considerations or job disr.ati? ruction may. prompt this. 

Woncn r.'V cleci'"'e to plete collef^e e^'lucat:! t^n or vocational education aftefc 
children are in School. The ceo "jos ^r students seeking, new careers may he given 
in the "6pt:n vcr-i'^y" frrr.awork, given at regional campuses, or given on the 
central campur.. If ndultr take c our r.^ si -on campus, . there may be more evening coxirises 
and classes all day on Saturday, whi(ih nay result in greater utilization of existing 
fc\cl]ilies. ' ' ' 

One question icj vhcther the university should educate the generalist or the 
specialist. For example, should a person be trained aq an aircraft engineer or as 
an engineer to work on t^he right r.c:.c': of an L-1011 tuirbine engine? 

■ a: ' • ' . . 

Trciditionally one "measure of an effective degree program has been whether or 
not the graduates could find ^'cod Jobs. This requirement has become bltirred in the 
Job market during the ^ast Iv/c years. Ho\7evcr, there is public concern and (coos id- 
erable debate about whether 'the universities should continue to grant degrees^ in 

. certain' overcrowded fields, such as* law, education, ^nd 

library, science. A recent issue of BUSINESS WEEK, September 25, 1972 (2), ccmpares 
the job market in t'le 1970' s ancj the 19Q0»s. The article also mentions that many 
'**'^''''ates already ajce employed in jobs which are below their abilities. Tliis is 

j^j^^^ng- severe emotional reactions to Pducation and to work. 
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fhere Is a trend tovard dshtaanlzat^lon of mahy In a aachlne«orlented age« ' 
Hov vlll ^0 conflict with the Tllw of THE fOURTH RKVDLUTIOI^ (3)' th^t Mchlne 
./aeelet^ Inatruet^n la.the^trend of the future? People ore queatlonlng the need 

for computer data banks f*or tax and credit information. They consider these e^s ^ 
invasions of privacy. How will these ideas affect the acceptance of progrlainraed 
instruction on admass sceJ.eV' Some peqple have an emotional' reaction to education. 
They want Ba human teacher whom they can see eund ask questions of. They may not want 
to talk to a conpdter. " y ^ 

i Th^ universities are gearing the courses to the student^. This includes allov/- 
ing the student to work at his own speed by the increased use of the minicourse and 
other methods of individualized instruction. . The universities may break aiqsy from 
the traditional quarter or % semester system. In the fiiture students may start mini- 
courses at any time duririg the year and compliete them only it^n they<^aave accumulated 
enough points to receive credil;- This trend may indicate that the universities may 
be oijerating 2h hours a dt.y, 7 days a week^ 52 weeks a year. 

Students may take even inpre courses oh a p'ass-fsil basis. ^Only those burricula, . 
such as n^edicine or pharmacy^ which require *a grade point average for a license or 
certlficatie would require grades. • One other idea is that a student would be permitted 
to repeat a course until he passed it. As ^a practical consideration, -however, both 
the student and the admlnis.trabipn might give up after two or three repeats on one 
ccuref. The emphasis is learning for ">mastery" 6f the subjects rather ihan for a 
simclfic grade. . --y' 

The revisions in th^* curriculum are toward more int/^rdisciplinary programs. 
The overlap of interests in the various departments in the Schools of Engineering and ^ 
. School of Science, for example, is intensified as they create more and more inter- 
disciplinary programs. 

One trend in the experimental university programs or "university without walls^' 
is to give credit for experience in place of taking a course in a formal manner. A 
recent article in SATURDAY REVIEW ) mentions^. g^iving eight hours credit in sociology 
to -a person who was born and reared in a ghetto. These and similar programs are 
discussed ii\ the above and a companion article. (5). Perhaps universities will 
increase the scope of their work stkdy programs. ^ 

In view of the rise of leisure time, there may be increased use of education 
for recreational purposes. In this area, the university is cOTipeting vpLth the 
public schools, with the parks department, 'or with the local museum which ^•offer 
' courses in bridge, boat building and basket weaving. 

SPECIAL PROGRAMS J 

There is a question, of how curricula should incorporate areas such as the role 
of women in society, the black studies programs, and the entire range of religious 
and ethnic groups. A continuous problem is thai, fc» eac6mi?le, all Chicanes cannot 
agree on what constitutes a "relevant" u niversit y -progr am; nor can all iffOinen agree 
on a reltfreaF progrm^ will these epecial prbfprns continue to he separate areas » 
09. vill tkegr to iMorporated Into the regu7jir eiunrleula? 
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THE FACULIT I 

Th« nefw ei^hMlfi in teaefaliig Is the IcdlrldoalltatibQ or personalizmtl^n of ' 
iii0trtiction« Ibis say reqalre th« use of eassettas^ tapes, fllmsv gaaasj^ et<^* la. 
addition to books, laboratorjr potebopks, slide roles "tuid adoroscopes* through the ' 
use pf tiM audlo«tutorlal method, fbr exaaqple^ the professor magr talk to each st«denf 
. is his qlass indlrlAQ^Uy 1^ Man^ of his Tolce on the tiq)e recorder* ibe Cottlaghaa 
report (6) suggests procedures for adalnlstering these new instruetldnal nethodih* 

' THE FOURTH BEVOLUTION, a theoretical sti^y -pr spared^ the Carnegie Cosplsslon 
on Higher 1(ducation, fbrecasta that new litftrttctloaal nethodi and use of the 
aachlaes will doid)le, triple, irt^*' In^the next 10 jears* The authors suggest the 
creation of 7 Regional centers arqund the nation- to prepare the nev ii^atructlbnal 
pnqgraaii* The professor will require a staff of uedia specialists^ prograai inatruc^ 
tiou; 'specialists, Tf specialists, etc* This trill create aaaj^ nam auxiliary profession- 
al ^6bs at the unlTersitj« The professor hiaself ^vlU have- to be trained in the nev 
instriidtional ntftbo^s, ^ FOURTH REVOIAJTION proposes that those persons who teach 
ill the colleges and unlYersitles should have the Doctor of Arts degree inaliUi those 
uhp conduct research hare ^e Doctor of Philosophy degree* ThscjLlbrary viU beeone 
the leamiaff resource center • . " 

'Nfany instructors are di-ircarding the textbook and requiring/encouraging the 
ctudents to perform independe?it study. In at least one qollegfe in Jllinois, the 
' students In * sci,eiice class v^ere required to pfurclxase a cassette pla^r instead of 
a textbook. If thi:: trend continues, the publishers and bookstores may^ no longer 
have the guaranteed sales from textbooks and other required materials. ^ 

Cnt? of the more ijignificant changes in the university is that there is increased 
interest on the part of Lhc university administration and deans^o improve the ' ; ' 
quality of teaching and to equate teacTiing j.n status to research; In the past the 
faculty members found that thj f^r>test vmy to. advance In salary and status was through 
performing research and publishing .t]ie results of that, research. Faculty and 
teaching assistants arc /oecomlngt- amre vC what constitutjes "good" teaching and they 
are interested in improving their teachirflj skills."' 

A problem ia the legal iniplicationri of poor ^educational practices. In the* 
public j3jchools parents ma\ 'have the right to sue the school administration if their 
children do not learn to read, or write, or compute.' this is mentioned in the 
article '*See You in Court?" in SATURDAY REVIEW or Hctobar Ih, 1972 (XJf this a, 
trend that could carry ovor into the public colleges and niniversities? 

' . In recent yeSirs at nuit.nroar, universities budfret clbrtstraints have reouced .the 
number of faculty X)onltions. The decline in the Job market in industry and education 
has meant^ that more ;people are staying at the university for post-doctoral programs 
to put a further strain on the number of ^obs available. 

^The entire cpieBtion of.tUe griatii^ of tenure is one which met be r^eolred* 
The pwpoee of tenure is to allow faculty nMSbere the a^adoBic freedoa to apeak , [ 
ifithout faar of loaing their johB. However, the uniYeraity amat hoUL open a cer-% 
tain percentage of Joba to prerent atagnation# 

There ia n new esphaaia on elisinating biaaea on aez, race, etc« in hiring and 
proMOtion* 

There ia an increase in facullqr atatua for Ubrariana, aa auanarized in a book 
vhich la a Joint atateMnt of the American Library Aaaociation and the Aaaociation 
I^pY^ Collage and Reaearch Librariea (6)* Anoiher area in the conflict of opinion on 
tl^^her or not the fl»ld of library adence ia a profeaaion# Ih^ae affect the rela« 
tiottdiipa of librariana to the reat of the unireraiiy. J ^ 
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In order to make the best possible use of fonds and people that are available ^ 
the uniTerslty Is reconsidering the vay In iihich they are organized and managed* 
One trend is to rerlse the stnwtare of the unlrersity administration^ create 
new ports 9 eliminate others ^ i^Brrlse conodttees^ etc» Part of this program is an 
increased use of Imalness methods in the operation of the uniyersity« This is seen 
In such areas as .^i^ eraluation^ cctrt benefit analysis ^ accountability of research 
progrsms^ etc. 



At the same time the universities are attempting to mak-^ more efficient 
utilization of their faculties and staffs." In some cases this has resulted in larger 
classes, faculty members teaching rather than using teaching assistants, and other 
such measures. In some states^ oUch as Michigan, the legislature or state commission 
on higher education has er^tablished reouirements that each faculty member must 
teach or counsel students a specified number of hours per week (97* 

A recent trend in the public schools has been the rise of the teachers ' unions 
to challenge the strength of the National Education Association. This is seen la. 
the universities where state laws permit the formation. of faculty and staff unions. 
A related question may be if the American Library Association and similar profess- 
ional groups represent current library interests. 

The expectation is that the funds may not increase to meet rising operating 
costs. There are smaller budgets allocatwd by state legislatures an4 l^ressure from 
paj^ents and students to limit increases in tuition. Some of the new instructional 
programs may require smaller classes, special teaching methods^ more tutoring; more 
multi-media material, etc. There may be increased use of computer assisted instruc- 
tion which may affect the computer time that is available. cf^ 

NEW FACILITIES 

Although funds currently seem tight for qew gonstruction, any plans for build- 
ings may. have to consider such features as easy access by the physically handi- 
capped, incr^sed space for computers^ central or decejitralized space for housing 
the learning resource center, or^Wlmg nf sffli jtklWtfi a isqr« 

... . , % ' 

NATjrmL, RKGIONAL, STATE COORDINATION 

rniE FOURTH REVOLUTION ra':n1'inns th*^ cm/j-tion of n Nati(^nal ■ Institute of 
Education and n National Foundation ior Postsecondary Education Uj coof'dihate the 
planning and distribution of teaching. programs that include the new technology. 
Although many do not foresee university cooperation on a national scale, it is- 
apparent the, state level. The State Commission for Higher Education has suggested 
the "missiop" for each postsecondary "institution in the State of Indiana. 

IMPLICATIONS FOR THE LIBRARY 

If the university seeks to educate a wide range of students who have a variety 
of educational backgrounds, the library may have to revise selection policies con- 
cerning the level of the material, select more audio-visual or multi-media material, 
or devise new techniques for supplying bibliographic and reference service. The 
traditional role of the liftroa^ -i^^a storehouse or research c^enter may be changed 
to the "learnin&. resource center'' menlrinnad. in .THE FOURTH REVOLUTION, 



OOOOII 



The Carnegie CoemlsBlon envisions that the ll)>rarr irlll vork closely with the 
faculty Ic derlsing the instructional methods that the library will become the 
center for planning and preparing the nev technology assisted instruction programs. 
The libraries will assume an increasing role in curriculum planning. 

If students are /working on Independent projects instead of specific assliponants, ^ 
the library may not be sble to supply all of the infbrmatlon required for each 
ImdlTldual. There may be an Increase in inter library Ipan or In the students* 
trarellng to the library that has the references that they need. The role of the 
libraary is still open and undefined in the ''open unlrerslty" and "unlrersity without 
walls" concepts. The special ethnj.c and religious programs in the curricula also 
may affect selection policies. 

/ 

In view of the limitations In budgets , the library may hare to reorganise the 
library faculty and staff to take adrantage of the full potential of each person. 
At the same time the administration may'^hare to proride for the derelopment o:^ the 
library faculty (research^ publications , professional meetings , and seibbatlccGjB) 
and the career derrelopsient of the staff. 

The library administration may, utilize tib a greater extent microforms or other 
forms of materials to Qonserre space and funds. Business methods may be utilized 
to a greater extent for controlling funds , such as long range planning 9 forecasting 
mr managsMnt Information systesur, etc. The purchasing o;f microforms or audio- 
Tisual material fluiy require decisions on who should catalog the material, shouM 
it be housed centrally or close to where it is tised, should there be a central 
catalog or location derice? Regional or state processing centers may be utilise 
rather than handling processing locally. 

«» 

New facilities for libraries may involve decisions such as assigning responsi- 
bility for processing and handling the new Instructional material and equipment and 
also detemlnlng future needs for computer service in Instruction and in library V 
operations. 

Some areas of the new technology » such as increased use of phMbocopying and 
the computer 9 are affecting the ways in which libraries are operat^. 

Since the research programs are Increasingly interdisclpllxiary in scope , the 
library may revise its traditional siibject or departmental categories to supply 
m'^r^r^ support for> research projects being conducted at the unlTerslty. 



/ 
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B. THE ORGANIZATIOKAL FRAKEWDRK 

In this 0ectlonf ve irlll attwpt to portray the UtalTerslty sb it is now and 
at It It likely to becone and atteoapt to identify the trends connecting the present 
and ftztnre states. 

THE UHIVERSITT TODAY 

nie UtalTersity is the temlnal segment of th^ foxval process of full-tiae 
education In Aaerlea. it Is possible to trace the Idea of a unlTorslty to Its 
nedloral origins in lta]y« . The aost direct antecedents of the Aaerican uniyersity, 
hoverrer, are the XngUsh institutions, interestingly, though, the Oazuanlc Infln* 
ence was lapressed on the Ansrlcaa iniBtitutlons in the nineteenth centnry, ifhen 
the Oornan Bodel of graduate education was adopted on a large scale in the United 
States. 

The principle American influence on the university has been to steadily 
broaden the student base (the E*Ju:opeeui practice has been, and to a large extent 
still is, to educ?Lte an elite) and, most importantly for this study, to convert the 
institution into a vocational education mode. Despite occasional stj^ong contrary 
tendehxiiefl, such as the "general education'* movement which was strongest during the 
early picrt of the present century, the predominant thrust of American education 
continues to be education for earning a livelihood. Thus the present day system w. . 
bears little resemblance to its ancestors, which educated a few soholars in the 
intricacies of the hum€uiities and the classics, primarily. The more useful parts 
of the heritage are still claimed by present-day practitioners such preroga- 
tives as "academic freedom", "tenure"^ and the "ivory tower"^ concepts, for .example. 

Purdue seems to be almost a perfect archetype of the institution outlined 
abov^. Jt8 original "mission" was the education of farmers and.. engineers to meet 
the specific naed3 of a burgeoning industrial country, aiad it has not veered from 
that mission since its Inception. There is a strong tendency to judge the success 
of uartlcular programfi_hy_±hB .^anacesa- of its flrraduataajji the .job market. A 
recent concern expressed on the State level has been the Herein drain** large 
wa^HarB of graduates, whose education has been heserllj subsidized by the Indiana's 
taacpajers, seen to prefer enployBent outside the state* The Placenent Serrlce is 
an lavortant and veil-staffed operation at Purdue, aad eaplpyers fron all orer the 
nation send recruiters here to hire new talent* The recent report of the Xndisaa 
Conaiislon for Higher Education (referred to hereafter as ICHE) stresses the 
occupational and wcational aspects of higher education, and contains several speci- 
fic reeonnendatlona about assessing local nanpower needs, and tailoring the educa- 
tional fjnsteai output to fit these needs, 

Purdue maj be characterised as a group of relatirely autondnouinand primarily 
professional schools, together irith the educational and supporting services needed to 
produce graduates vlth requisite vocational skills and hopefully; sos^minlaal broader 

educational qualifications. A dual faculty/ administrative orgai^lzatlonal struc- 
ture exists, with a large amount of overlap between faculty administrators (deans 
and department heads) and "pure*' administrators. Interaction between the two 
hierarchies occ\irs in the Univei^slty Senate which includes members of both groups 
both in its deliberative body and its committees, and in the budgetary process. A 
third potentially influential group are the students ; however, at this time there 
is little observable student impact upon the decision-making process. 

The formal instructional part of the organization is arranged along traditional 
lilacs with a multiplicity of schools and departments based on well-defined dis- 
ciplinary patterns. Their efforts are supported by relatively independent (organ!- 
"'^^'^nally speaking) groups such as Physical Plant, the Administrative Data 
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Processing Center, the Computer Center, the LibraJries/AVC, etc. 

At this point, it may be well to C5^mment on the differing groups with dis- 
peurate goals who constitute the faculty. The faculty may be divided into ^two 
groups those associated with the professional schools, and those in the 
supporting schools. The faculty, members in the professional schools may again be 
divided into at least ,two groups the- teaching- oriented teacker, emd the research- 
oriented teacher. A further . demarcation is observed based on age^ and yet another 
gradation is baaed on inter institutional mobility. 

The students aloo pxxrsue a variety of individual goals within the institutional 
ftramework. Since Purdue is a state institution with relatively low admission 
standards and costs, at least for in-state citizens, a large number axe attending 
the University because it is expected, of them and they either have no clear- 
cut vocational goals or are weakly mdtivated toward the existing vocational programs 
offered. Another fl.arge group Is strongly motivated toward vocational goals 
many of the graduate students fall into this category. 

The. funding of the University comes from a number of sources (See following 
Table). The b-irl^ctary process is quite involved, with ea,ch department represent- 
ing its needs to the Administration. The Administration, in turn, submits a composite 
toudget request to the Board of Trustees. Upon approval by the Board of Trustees, 
the budget is submitted to the Ijidiana Commission on Higher Education, which presents 
to the Legislature all of the budgets of the various state educational institutions. 

It should be noted that the budget is subject to modification at each step 
the University Administration critically examines the departmental req,\^ests (in 
conjunctibn with depstrtmental representatives), the Board of Trustees has input, 
the Commission on Higher Educatidh balances the individual institutipAai r^qtacfi^ 
with the overall needs and resources of the State, and the Governor 'ami the 
Legislature hs-ve the final word on actual appropriations. 



Budget > 1972-73^ Cyperating (from "Facts at Your Fingertips, 1972-73^) 
Total, Budget $157,515>000 

Estimated Income : Percent 

State Appropriations kO.^ 

Auxiliary Enterprises , 17. 8 

Gifts, Grants and Contracts IJ.l 

Student Fees 11.9 

Bales and Service 6.2 

Federal Appropriations 5.6 

Student Aid 3.6 

Organized Activities 2.1 

Endowment Income .7 



ERIC 



000015 



EstlTTiated Expenditures Percent 

Instruction emd Departmental Research 27.6 

Auxilieu-y Enterprises (includiie, Rehabilitation 

and Debt Service) 17.6 

Organized Research , 16.1+ 

Physical Plant - 6.2 

Extension and Public Service . ' 6.9 

General Administration * 6.1 

Staff Institutional Seryices 5.2 

Student Aid 3-6 

Organized Activities \ 2.5 

Libraries and Audio-Visual 2.1 



Student .Services 2. 1 

General Institutional Services 1.7 

The following section details ccuraes of instruction, enrollment and faculty 
statistics, and available short-range planning for each of the ten major instruc- 
tional schools. ^ 

We emphasize that the statistical data does not fully reflect the teaching 
contribution of the various schools^ inasmuch as the schools offerliig service 
courses (freshman English, chemistry, etc.) deal with many students affiliated 
with other schools. 

School of Af^riculture 

The School of Agriculture offers undergraduate instruction leading to the 
degree of Bachelor of Science in the following areas- Agricultural Communications, 
Agricultural Economics, Agricultural Education, Agricultural Engineering, Agri- 
cultural Mechanization, Agricultural Science, Agronomy, Animal Sciences, Bio- 
chemistry, Community Development, Conservation, Entomology, Food Business Manage- 
ment, Food Science, Forest Production, General Ap,r: culture. Horticulture, 
International Agriculture, Landscape Architecture, Management* Business and 
Farm, Meteorology, Natural Resources and Environmental Science, Plant Protection, 
Preveterinary Science, Turf, Urban and Industrial Pest Control, Wildlife Science, 
and Wood Utilization. 

Short-ranpre -planning (7 years) projects the institution of a 2 year sub- 
baccalaureate degree program. Overall programs are to be made more relevant to 
the rural, community by institution of coijirse offerings in recreational reaoiorce 
m«^^agement^ covkTses to help upgrade the quality of rural life, etc. ) No eaxth- 
ahaking changes 4n rationale or philosophy were evident in the report* 

Enrollment and Faculty Total 

We st Lafayette Regional Campuses . Students 

Faculty Undergraduate Graduate Undergraduate Graduate 
Students Students Students Students 

218 2009 U88 IU9 -0- 26h6 

O 
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For the past three decades the Schools of Engineering have ranked first in 
size in the Uhited States. As of 1972- 73> the followli^g engineering disciplines 
were represented by separate schools or departments: aeronautical and astro- 
nautical; agrlcxatuisal> chemical; civil; electrical; Engineering sciences; indus- 
trial;, materials science and metallurgical; mechanical; and nuclear* 

The next few years are expected to see little change in the structure or 
function _pf the Schools of Engineering, hut new directions for traditional ser- 
vices are pointed out. A new Interdisciplinary Engineeringv program has been 
initiated which is being embodied in a series of IntyrdiscipliiMtry Centers. 
This is viewed as an important step toward breaking 'down the disciplinary 
walls. 



Rnml-bnent and Faculty 



West Lafayette 



F^ v?^lty 



QradUate 
Students 

K»15 



Undergraduate 
Students 



Graduate 
Students 



97' 



Total 
^tytdeni^? 

6251 
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School of Home Econanlcs 

The School of Home Econcmics offers areas of concentration leading to the 
baccalaureate degree in- Clothing and Textiles, Equipment and ^Faaily Housing, ^ 
Foods ajid Nutrition, Institutional Management, Home Economics Education, Child 
Oevelopment and Family Life, and Home Economics. 

Short-range pleuihing indicates an interdisciplinary program with Agriculture, 
Psychological Sciences and Industrial Management in the establishment of a ^, 
program in Consumer Science. 

Enrollment and Faculty Total 

West Lafayette Regiopal Campuses Students 

Facility . Undergraduate Graduate Undergraduate Graduate 
Students Students Students Students 

50 125U. 99 8U 6 lkk3 

School of Humanities, Social Science and Education 

3rhe School offers coursework leading to the undergraduate degree in: Audiology 
and Speech Sciences, Black Studies, Child Deyelcipment and Family Life, CcMnmuni cation. 
Creative Arts, English, Foreign Langxiages, History, Library Science, Philosophy, 
Physical Education, Health, and Recreation, Political Science, Psychology*, Science 
and Culture, and Sociology. In .addition, there is a program leading to Teacher 
Certification in most of these areas. 

Due to a good^ieal of flux in the School, including the anticipated arrival of 
a new Dean, a short-range plajining doc\iment is not available at this time. ^ 

Enrollment and Faculty ' * Total 

West Lafayette Regional Campuses Students 

Faqiflty Undergraduate Gradu^ e Undergraduate Graduate 
Students Students Students S tudents 

5U7 h9d6 1955 1213 1202 9536 

School of Industrial Management , ' 

The School offers programs leading to the baccalaureate degree in Industrial 
Management, General Management, and Econcxnics. " ^ 

The Krannert Graduate School of Industrial Administration is the graduate 
school arm of the School of Industri§.l Management, 

Short-rainge pleuis of the school include the creation of a co-operative 
program for combining discipline-related employment off-ca|irpus with on- campus study 
semesters in an alternating sequence, and rapid expansion ot a -problems- and policy- 
oriented literal arts type economics major. 

At the graduate level the school has just adopted a variant on its recognized 
engineering or science oriented master's in management program that will train • 
non-engineering or science students for employment. as mcmagers in finance, govern- 
ment and service industries. In addition the eooncanics graduate program has been ^ 
re-designed to attract students interested in application of economic theory to 
the solution of America* s pressing problems in environmental control, urban con- 
^y^"3n, and other similar areas as well as in business economics. 
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iinroilment and Faculty 

V/est Lafayette 
Faculty Undergraduate Graduate 



82 



S tudent s 
16U8 



Students 
551 



Regional Csimpuses 

Undergraduate Graduate 
Students Students 

255 159 



Total 
Students 



2395 



School of Pharmacy and Ph€u?macal Sciences 

The School offers areas of specialization leading to academic degrees in ^^he 
following disciplines: Environmental Health, BioAupleonics, Clinical Phpurmacy, 
Indus trial-and Physical Pharmacy, Medicinal Cheanisfry €uid Pharmacognosy, Pharma- 
cology and Toxicology, and Phemaacy Administration. 

Short-range plsuis detail a numfe^r, o^,ne]i^:,progi:^s raxjgiog_^.;^'rom Radio ^Pharmacy 
to Cancer Chemotherapy. It is also proposed that ia Drug Information Center be 
established. . 



Enrollment and Faculty . 

West.. Lafayette 

Gr adulate 



Faculty 



1^7 



Undergraduate 
Students 

562 



Students 
150 



Regio;ial Camptxses 
Undergraduate Graduate 



Students 
9 



Students 
"0- , 



Total 
Students 



721 



School of Science 

The school offers undergraduate plans of study^in the following disciplines: 
^ Biological Sciences, Chemistry, Computer Sciences, Geosciences, M.^t.h9niatiCB, 
Fhy^l,C8^/ Statistics, and General Sciences, 

The departments seem to be formulating new programs either to meet, occupa-^ 
tiorial needs (i.e.. Math is concentrating on statistics since the jpb market for 
degreed statisticians is very healthy), or to conform to new funding patterns fran 
the government amd thie large foundations (there is a great interest in environ- 
mental programs, e.g. the proposed program in Environmental and Population Biology). 



ErjTollment and Faculty 

. West Lafayette 



Regional Campuses 



Faculty 
1^27 



Undergrct^^ 
Student 



Luate 

6 



29?5 
l^s 



Sraduate * 
^tudenis" 

1075 



Undergraduate 
Students , 

595 



Graduate 
Student¥ 

160 



Total 
Student* 



U765 



School of Technology 

The School is primarily concerned with three major types of activities: (l) the 
education of niorses a»d technicians; (2) baccalaureate programs for/ the education 
of constructors, industrial supervisors, professional pilots, registered nurses, 
and technologists; and (?) baccalaureate studies for the preparation of teachers 
of industrial education and other technical, fields. 

Short-range plans indicate six. new programs, all related to manpower needs- 
An organized effort is being made to relate their activities to those of the School 
Y-ri!ir-^f Engineering. 



Is 



Enrollment and Faculty 



West Lafayette 



Faculty 

92 



Undergraduate 

Students 



^ Qradyiate 
Students 



ReAional Campuses 

Graduate 



IU03 

School of Veterinary Science and Medicine 



Undergraduate 
Students 

2658 



Students 
12 



Total 
Students 



) 



The School offers undergraduate and graduate study leading, to advanced degrees 
in: Veterinary Anatariy; Veterinary Physiology and Pharmacology, Veterinary Micro- 
biology, Pathology, and Public Health;; Large Animal Clinics; and Small Animal 
Clinics. Departments of Veterineu^y AnatoI^y, and Veterinary Physiology and Pharmacology 

Short-rajige planning stresses improvements in the Small Animal Teaching 
Hospital, and a two-yeaj> program in Veterineoy (Animal) Technician. No mention is 
made of the widely Aifl«uiMd yrofprn in Mdieine. 



Enrollment and Faculty 



Faculty 
50 



West Lafayette 

Graduate 



Under fpraduate 
Students 

239 



Regional Campuses 
Undergraduate Graduate 



Students 
36 



Students 
-6- . 



Students 



Total 
Students 



275 



Medical Education 



No information is available on programs or plemning at this time. 

Enrollment and Faculty 

West Lafayette 

Faculty 



Regional Campuses 



Undergradxiate 
Students 

11 



Graduate 
Students 



Undergraduate 
Students 

•0- 



Graduate 



Students 
-0- 



Toi;al 
Students 



12 



Graduate School 

Opportunities for graduate study are offered leading to the degree of Doctor 
ot-^Biilosophy or the degrees of Master of Arts or Master of Science. With 4 few 
exceptions, such a^s the Master of Science in Industrial Administration, each 
student's pj^ogram^-is individually designed and may involve course wo:rk in several 
instructional schools. ^ 

The distribution of graduate students by school is indicated in the summary 
table for the schools. 



Graduate Degrees Offered 
Department by School 

I. Agriculture 

Agrlcultij4Ll Economics 



Agronomy 
AniicAl Science 



M.S. 
M.S. 
M.S. 



Degrees Offered 



Ph.D. 
Ph.D. 
Ph.D. 
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Enrollment anfl Faculty Total 

We at Lafayette Regional Caapuaea Stmenta 

Faculty Undergraduate Graduate Undergraduate "Srailuate 

Studenta Studenta Studenta ~ Studenta 

98 11*03 3h 2658 12 U127 

School of Veterinary Science and Medicine 

Hie School offera profeaalonal training leading to the Doctor of Veterinary 
Medicine (DVM) degree and graduate atudy leading to advanced degreea in: Veteri- 
nary Anatoosy; Veterinary P^iyaiology and Pharmacology; Veterinary MicrohloLogy, 
Pathology^ and Public Healvh; Large Animal Cllnica; and Small Animal CliJOiica. 

Short-range planning atreaaea Improvementa in the phyaiccd facllitiea of 
the School, and a tvo-year program in training Veterinary (Animal) Technlciana* 

Enrollment and Faculty . . ^ Total 

Weat Lafayette Regional Campuaea Studenta 

Pacttlty ProfasiloHAr graduate Profeaalonal Graduate 

atuflentfl ' St^identa Studenta Sttidenta 

60 257 ^0 -0- -0- 297 

Mgdieml Rdugfttion f 

The Veterinary Medical School cooperatea with the Lafayette Center for Medical 
Education in offering a portion (currently three couraea) of the fir at year of 
medical training on the Lafayette CampiS^, other couraea are offered in the School 
of Science and the School of Agriculture. Short range plana Include offering tVD 
yeara of the four year program that leada to the M.D. degree awarded by I.U.-p|.U.Ir 
If the aecond year la added there will be additional involvement of the Veterinary 
Medical School. >^ ' 

EnroUment and^.Faculty * \ 

Weat Lafayette Total 
Factilty Medical Studenta 

studenta 

Ih Ih Ik 

Graduate School 

Oppor^unitlea for graduate atudy are offered leading to the degree of Doctor 
of Phlloaophy or the degreea of Maater of Arts or Maater of Science. With a few 
exceptional auch aa the Master of Science in Induatrial AABlniatritioa, each 
atudent'a program is ihdlTldually defli;Lgiled and may involve course work in several 
Instructional schools* 

The distribution of graduate students by school Is Indicated in the sumoary 
table for the schools* 

Graduate Degreea Offered 

Department by School Degrees Offered 

I. Agriculture 

Agricultural Economics M.S. "Ph.D. 

Agronomy M.S. Ph.D. 

Animal Science M.S. Ph.D. 



i 
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Department by School Degrees Offered 

Agriculture (cent. ) 

Biochemistry M.S. Ph.D. 

Botany and Plant Pathology M.S. * Ph.D. 

Entomology M.S. Ph.D. 

Extension Education M.S. 

Forestry M.S. Ph.D. 

Horticulture M.S.. . * Ph-D. 

•II. Engineering ' 

» . ,^ 

Aeronautics, Astronautics, and 

Engineering Sciences M.S. ^ Ph.D. 

Agriculture M.S. ' Ph.D. 

Civil M.S.' . ' Ph.D, 

Chemical M.S. Pli.D. 

Electrical M.S. Ph^D. 

Industrial M.S. Ph-D. 

Materials Science and 

Metallurgical M.S/ Ph.D. 

Mechanical M.S. ' ' . Ph.D- 

, . Nuclear M.S. Ph.D. 

III. Home Economics 

Clothing and Textiles M.S. 

Equipment and Family Housing M.S. 

Foods and Nutrition M.S\ Ph.D. 

Home Management and Family 

Econonics M.S, * 

Institutional Management M.S.' 

IV. Humanities, Social Science, and Education 

American Studies M.A: Ph.D. 

Audlolbgy and Speech Sciences M.S.' ' Ph.D. 

Child Development and Family 

Life M.S.. Ph.D- 

Communication M.A. , M.S. Fn.D. 

Creative Arts M.A. 

Education M.S. . Ph.D. 

English M.A. ' Ph.D. 

History M.A. Ph.D. 

Modern Languages M.A,, M.A.T. 

^ Philosophy M.A.. . Ph*D. 



V. 



VI. 



VII. 
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Department* l^y* School Degrees Offered 

Humanltiea, Social Science, and Education (cont. ) 

Physical Education for Men M. S, 

H^si^al Education for Women M.S. 

Political' Science M^A. 
Psychological Sciences 

General . . M,S, 

Industrial M.S. 

Clinical M.S* ' 

Sociology and Anthropology M.S* 
Industrial Adminjlstration 
Administrative Sciences 

Econtomtcs . M.S., M.A.T. 

Industrial Administration M.S. 

Industrial Relations M.S. 

Pharmacy and Riarmacal Sciences 

Bionucleonics . M.S. 

Clinical Pharmacy M.S. 

Industrial and physical Pharmacy M.S. ' 

Medic ina.1 Chemistry and 

Pharmacognosy M.S., 

PharmacoLogy euid Toxicology M.S. a . 

Pharmacy Administration M.S. 

Science 

Biological Sciences 

General M.S. . 

Botany M.S. 

Cellular Biology M,S. • 

Developmental Biology M.S. 

Environmental Biology M.S. . 

Genetic Biology M.S. 

Metabolic Biology M.S. 

Microbiology (bacteri- ! 

ology, mycology, ^ 
Parasitology, virology) 

Molecular Biology (bio- M.S. 
chemistry, biophysics) 

Neurobiology M.S. ^ 

Population Biology ' M.S. 

Regulatory Biology' - M.S. *5 

(animal and plant physiology) 



Ph.D. 

Ri.D. 
Ph.D. 
Ph.D. 



Ph.D. 
Ph.D. 



Ph-D. 
Ph.D. 
Ph. 

Ph.D. 
Ph.D. 
Ph.D. 



Ph.D. 
Ph.D. 
Ph.D. 
Ph.D. 
Ph.D. 
Ph.D. 
Ph.D. 



Ph.D. 

Fn.D. 
Ph.D. 
Ph.D. 
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VIII. 



IX. 



Dep^tnent- by Sjphool 



Degrees Offered 



Science (6ont. ) 




f 


s true j;,c J- 


M.S. 


Ph*D. 


r flyatematlc Mtt^ Evolutionary 
Biology ' • 


M.S. 


> Ph«D* 




M.S. 


Ph.D. 


Zoology • 


M. S- 


Ph. !^ 


C!heinlstry 


M.S. 


Ph.D. 


Coniputcr Sciences 


M.S. 


Ph.D. 


GeooCicnces 


M.S. 


fh-D. 


Physicfi 


M. S . 


'*Ph.D* 


Mathenatic&l Sciencec " 


M.S. . M.A.T. 


Ph.D. 


Statistics 


M.S. ' ' 


' Ph.D. 


Techno loffv 






Industrial Education 


M.S. 




Vf>f'.#*T*i nA.T*v So1**fif*<^ A.nfi Mpdl oinp 






Large Animal Clinic 


M. S. 




:SinE^l Anliaii, rC^nic r 


M.S. 

jr 




Veterinary Anatoniy ^ 


M.S. 




Veterinary Microbiology 

Paithology an^d Public Health 


M.S. ' 


Ri.D. 


Veterinary Physiology/' and 
Riarmacrology 


M.S. 


Ph.D. 



In addition to the Schools of instruction there are a number of research and 
extension activities connected with the University. Some are located on campus, 
while others have facilities near the campus. Several. are interdisciplinary In 
natvre — one for Instance involves faculty and students from 25. departments. While 
most are directed to the research function, it is felt that they represent an 
important 'aspect of the total educational effort at Purdue. 

Some of the najo:^ activities of this type .are: 

AGRICULTURAL E:qP7mi>ry7T ST ATIC^: Organized by Congress in I887 to promote 
scientific investigation. and experinents in agricultxiral science. Highly trained 
xese^ch workers ^cohdu^t experinents in laboratorjies and on farms of the "^Uni 
University and cooperaB^^ing agencies. ' , 

B!TIAVi aRAL 3CIEITCE LABQRATaRY : Located on the top floor of Krannert Graduate 
School of Industrial Administration. Houses $300,000 worth of electronic and sound 1 
equipment which researchers use to study' human behavior, expecially those related 
\ to business management problems. Gives res-eiarchers opportunity to use experimental 
Methodology In the study of individual ^^nd group decision behavior. Also vused by 
researchers in agricultural economics, psychology, sociology, education, dnd 
audiology and speec'i cci^nces. 

O E NGIREE RT IIG EXPERIWjjNT STATICT : Activlyties encoinpa^s broad spectnim of ' 
^p^^upch and development activitiqe in engineering and technology. Major contri- 



butiona- in: transportation, heat +-,ransfer, electric power, transmission, materials, 
gas technology, electronics, power engineering, aulyanatic controls, computer 
sciences, jet and rocket technology, and environmental and urban studies. 
* > ^ ■ ■' ■ ' 

FOOD SCIENCES INSTITUTE : ^ Established in November 1967 to provide scientific ^ 
leadership and coordinated m a n ag prn eflfi of interdisciplinary restarch and educational 
and extension programs in food sciences. Draws its membership frdm.the Schools of 
Agriculture, Home Economics, Science, and Veterinary Science and Medicine. 

THERMAL SCIENCE AND PROPlfLSION CENTER : Equipped to investigate wide range of research 
problema on such types of propulsion systems as chemical rocket engines 9 air-breathing 
engines^ electrical rocket engines, nuclear rocket engines, and space power plants* Also ^ 
engaged in studies of the fundamentals of combustion and research on air. pollution of 
internal coaibustlon aad turbine engines^ 

JOINT HIGHWAY ^RESEARCH PROJECT : Established 1956. Authorized by act of 
atate legislature in 1957. Sponsored Jointly by State Highway Commission of 
Indiana and by i>urdue University. Financed mainly by the Commission, but the 
University absorbs overhead costs. Operated by the University and governed l»y an 
^advisory board comprised of members from bpth units. Purpose: To perfonn researcli . 
on highway problems and to train men in fundamentals of highway engineering and 
related research techniques. 

LABORATORY FOR APPLICATIONS OF REMOTE SENSING - Established in I966 to develop 
remote sensing techniques for , agriculture and to develop applications for these 
techniques, the scope of LARS has since been enlarged to include- investigations 
in geology, hydrology and geography. The mission XiABS alfo InctoiUa ue trelalng 
of graduate students. 

MASS SFECTRttffiTRY CENTER : Housed in the Department of Chemistry, the Purdue ^ 
Mass Spectrometry Center provides outstanding facilities for organic mass spec- 
trometry and ion kinetio energy spectrometry. Established in 1967 through^the 
support of the National Institutes of Health as a health-oriented research;, train- 
ing amd service facility, the reseeirch program is supported by the National 
Science Foundation and other agencies, public and private. 

MEASUHagJJT AND RESEARCH CBTIER : Assists academic research and administra* 
tivc personnel in the construction, scoring, and analysis of exssiinations, surveys, • 
and evaluation scales; administers exami-nations for the University and tedt 
agencies > conducts institutional research, pi-ovides statistical and data processing 
support to other researchers, and publishes research findings. Operates several 
nationwide edjipation service programs, including the Purdue Opinion Panel, the 
^H^^ School !^sting Service, and University and Secondary School Services. 

PURDUE LABORATORY FOR APPLIED INDUSTRIAL CONTROL (PLAIC) ; A graduate labor- • 
atoiy program designed to work closely with industry to study problems and 
applicftions of automatic control; provides students and faculty a place to do' 
, research on industry-related problems ; offers people in industry an opportunity 
to ^'qulf e knowledge of automatic control theory speedily translates new automa- 
tic control theory into terms readily usable in industrial practice. 

PURDUE RESEARCH FOUNDATION : Incorporated in 1950. Has several major 
objectives : The support of research and scholarly activities of the University 
faculty and graduate students; fund raising for the development of the University; 
and the support of other programs which will assist the University and attract a ^ 
highly ccnpetent University faculty. As a separately incorporated foundation, 
FRF can function to attain these University-oriented objectives in ways not 
^arly within the province of the University trustees; as defined by state and . 
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federal lava. 

RAY W, HERRICK LABORATORIES : Conduct interdiaciplinary research in environmental 
engineering!; provide a link between university research techniques and industrial 
problems. Research funding comes both from industry and government. Interests 
include climate control, mechanical systems research, engineering acoustics, and 
control of machinery noise. All projects are chosen so that they are suitable for 
M.S. or Ph.D. research programs. 

THERMOPHYSICAL PROPERTIES RESEARrTH CENTSR : First organization of its kind to 
keep track of world knowledge on a specific number of heat properties of all matter. 
As a cooxpcnent of the National Standards Reference Data System and an uAlysis center 
for the Department of Defense, it synthesizes accumulated knowledge, recommends stan*- 
dard reference data, and does basic and applied reseetrch to generate new information 
in this field. 

TBt VtmUlTT Afl IT HKT BigSME 

Reviewing a nxmber of Information sources, we firici that some of. the roles being 
suggested for the university of the future are as follows- 

1. The University will continue to educate an increasingly laxger segment 

p of our young people. However, the kind of education they receive will likely 
be markedly different from that new offiered. For instance, the application 
r-cf principles derived from the behaviourp^l sciences will increase to a great 

. extent^ and more emphasis will be placed on non-cognitive skills (emphasis will 
shift toward education of the "whole person", a^ suggested by the 1968 
Hazen Foundation report such areas as life style, human relations, group 
behaviour, value systems, etc. will receive increased attention). Since a > 
number of these new programs will relate primarily to the young adult, they 
will have little relevsuice to the other roles the University will be required 
to assume. 

2. The Univei;sity will refine and extend its activities in education for 
careers. . We see this activity as taking place on at least two levels 
many of the young people will be educated for their first career, but many 
of the older adults will be retrained for second (or third, or fourth) 
careers. The first activity is likely to be linear with well-defined 

frpgrams, much as the offerings that now exist. The second activity is 
_lkely to be remedial, to the extent that an individual prescription will 
be devised for each candidate who wishes to be "recycled".. 3oth activities 
imply a greatlyincreased knowledge of and involvement in the planning processes 
of business and industry, if a mismatch between skills and Jobs is net to 
dcSurf ' ' 

5. The 'University will broaden its admission requirements, perhaps even 
near tib^ point of unlimited access, as suggested in thelCHE' report. P>Ardue 
will {jji^bably assume the function of a "community college" for the immediate 
geographical area. This means that in addition to the first two (above) 
relatively well defined functions, there will be a number of people in all 
age categories and from a variety of societal groupings pursuing independent 
goals in all areas of the University. If the University is to succeed in 
meeilrig these caveraa requirements, substantial changes in every level will 
be required, since th^. existing organization is designed to "educate" 
relatively homogeneous and well-defined student groups. 

k. Related to 3 (above), the University will be required to ^tend its 
educational efforts well beyond the geographic limits of not only the campus. 



txft the Iritediate area. At least two thrunts of this type axe now evident 
and predictable. Soiuething like v;hat the Extension Service does for 
Agriculture will be dcr/eloped for other recognizable groups — such as the 
urban poor, ethnic groups, etc., r.nd ccccndly, modern technological, develop- 
ments, such as instructional television, will make thesQ programs available 
to the entire State. 

HfeM methods of measuring the value of such efforts as these will have to be 
•devised if they are to be econcraically instified tri our funders. 

5. The University v:Ml proLr.bly rnr.ain a center of c>T?ertise-in its performance 
of the research function. Tlie govcrnracnt has estahlished and reinforced 
this function from 11 to the r)rcGent. This is supported to a large extent 
Ijy federal govern'nent resources. 



1* . \ An increasing p'^rcentage of the i^uLation goes to college and earns 
\ degrees. A prer.cnt dir/^arity bet^rc3n jobs requiring, or giving 
' preference to, a college education and the num&er of qualified applieants 
exists, and. will bocc*^? Liuch wider in th3 future. ^ 

Sivportlng errldaneet Tha Indiana CoaKlssion on Hl«^ Education (iCHE) stresata 
making highttr edoeation aore araiUble and attraetive to all citizens of all age 
groups and further recMuiids steps be taken to make higher education aK>re attrac- 
tiTe ti those groups ifho traditionally have not pursued postsecondary education* 
(Reconendations 9 through 11}* The Canilssion ftother saphasites^ the necessity of 
conrertlng Indiana's educational system into one designed fbr the "dynanlc and 
flexibly delivery systoa" for accurately fumlshii^ Indiana's aanpovfr needSy and 
a great deal of the doenent envhasizes this oconqpational training ftbmctlon* 

'^i^g rpretctior^ t Wo iuLci-^ret thin to rean that thp^baccalaureate degree is 
having decreasing relevc:rico io rc:iiuneratrre x^nploymcnt. 

2. " Thnre is evident e i increrxed involvcrcnt between the university fllnd , 
• the jJDaiedj.ate society it serves. Hr'.3 involvement is not only Job- 
oriented (the trainir:^ fur)c^:^ion indicated in 1 above) but is also 
beccniirs tack-cric^tcd as e::c-^nlified by Agriculture's proposed program 
to enhance the q^Liallfcy cf rural life end the Extension Servjce's involve- 
ment in the irc'blcrz cT G'^ctto life in Indionajpnlis. 

Si^Tpcrtirig evidence. IBHB P.ccor-"::^'jiation Ik: "iTew programs which are 
v^iquely designed to rec^ond to. cc-nrrity njid-individiiALjQceda. . Current pro- 
posal for the Librarien/AVC --o/icL-. ncvrcc materials useftil to the local Cflomunity 
. gTMips of blacks and Latin ;.n.e:. i caar; . Concept cf the "university without walls . 

InterpretB.t±on: A drrnatic c^io^G- i-^ tho r»ric:Ttatinn and* organization of the 
artT'l^istration as well af^ thrj fr.culoy is required to meet these new roles. 

l^:cre is a trend tc/rard inareascd involvencjit by students in the 
decision-making structui-e ' f higher education. A case in point is the 
criticme prepared Ly c}^rc3 Purdue students of thelDHE report, challcngiag 
the C<-'nmis3ion on their pvurportRd failure to include this factor in 
their rccoTTmcndaticr)^,. This trend is expected to intensify as more 
"older adults" crtcr th^ si.:tcD. 

^ » Oupport^j\g evidence: The -vi/!p-8prrad imr/^lvempxit of students on governing 



boerdB, faculty senates, and the like. 
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Xflterpretatlq n^! This trend will lead the University toward becoming a more 
student-responsive institution. 

LIHRAHY RMCnCATIOIB , ^ 

1. As pointed out in the section on the existing University, we attempt to serve 

a variety of publics with sometimos conflicting demands and vetrying political power. 
The research- oriented professor expects entirely different l,ibrary services than 
does the non-career-motivated "disadvantaged" student, for ^instance. This 
situation already makes our job very difficult, and when the new directions indicated 
beccne a reality, the situation will be compounded even more. As librarians, it 
will be our professional responsibility to become experts or gain access to the 
expertise needed to mc2diate nnong theae conflicting demands in order to allocate 
our htunan and material resources to the best advantage. 

2. It is already expedient, and! it will become essential, that the Librsxies/AVC 
be tied into every information network yhat has any pertinence to our activities 

MEDLINE, NTIS, the Battelle systems, etc. We will need ft greatly enhfiinceour 
ability to provide informational cervices beyond our immediate resources. 

3. We will need to critically examine the archival function of the Libraries/^C 
versus the current information provision capability of the system. This, of course, 
is always a tradeoff — however, tlte constantly increasing body of materials avail- 
able on microfilm, for instance, may obviate the necessity of retaining many 
thousands of volu":ies of expensively bound, bulky material which is used infrequently 
when copies can be obtai ned of desired items cheaply and rapidly. B^is ideB^ 
fMMfpoMi a nev generation of student /facolty vhloh is wore ccnpetiblef pejcholog- 
leeUj epeaklnst vlth aonrconrestional formats of material, but they are comdLng* 

U. We will need to streamline our delivery service of information, especially with 
respect to its selection, acquisition; organization and distribution. The time 
factor will become increisingly crucial ar nev short-range programs and activities 
multiply. 

5. We will need met 9m3y t0 keep abreast of how people acquire and use our stock 
in trade, informaltion, ov/. also will ncc'l to modify our system to fit the use 
patterns best suited to our patrons* As an example, it may be deemed necessary ^ 
to actually ancicn a librarian to a research team on a periodic or intermittent 
basis to assess the team^s informational needs on the spot. We may weint to utilize' 
such concepts as the ^'gatekeeper" (a research person to whom inost of the resefiurch 
group turns to for information) to identify and educate key. people about informa- 
tion resources. 

6. We will need to rethink ov^jt entire reference setup to adapt it to the 
changing needs of our clientele. A rudimentary library orientation program for 
freshmen is not enough. We will need to institute a number of different formal as \ 
well as informal instructional and publicizing activities in order to educate a 
V€u:iety of users as to the different infetmational services available to them.^ V . . 

?• . 3*e ICHE suggestion at several points in their report tbat certain sei^ccs be 

supplied c± remote locations through contractual arrangements should be examined for 
Libraries/AVC implications- If a package in, say. Renaissance Literature is to 
be "rented" to Vinccnnes and the package includes professorial time, administrative j 
support, etc., it should be determined what Libraries/AVC resources and services will 
b#» made a part of the package and on what basis. 
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6. An Increased emphasis on programs In technology aimed producing paira- 
professionals and/or technicians for Industry should lead the Llbrarles/AVC to 
re-examine Its support of the School of Technology. Otoe nature of the materials 
that they reqxilre. In many cases, fall outside of our traditional acquisitions 
policies. Such items as m:-nufr.cturer' s catalogs, parts manuals, programmed texts, 
and the like should be procured and properly organized and housed. Cmsultatlon 
with faulty and administration should begin at an early date in order to de^lop 
guidsilines both for the type of services to be provided and to find funding. 

9. As a large, canplex on-going operation, it is easily predictable that the ' 
Llbrarles/AVC will find it difficult to adapt to these new rolee and challenges. 
It will require the best effortsvof our administrators and faculty to gain access 
to the dacision-nalclng, and fundiik> processes if we hope to gcLln this flexibility. 
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11» Ll))rarle8 and Audlo-Tlsual Center 

Preface 

fhe study tew decided that it ifoold \>t appropriate to lncorporav« a short 
deecrlptlon of the Libraries and Audlo-Vlsual Center Into their rerLew of the 
enrlronsMBt of this Library MaoagsMnt Rerleir and Analysis* In preparing this, 
the Study Team drew on '^A Brief History of the Purdue imlrerslty Libraries, 
JjB7l^-»1971'* irtilch had been specially prepared by Mr* OllTer Dunn* Hoverer, the 
Study Teoa also drew on \ xasabeT of other sources and lapressions and the fol- 
lowing raurks are, therefore, attributable to the Stody Teaa but not necessarily 
to Kr* Dunn* The fbllovlng resmrks do not atteapt to incorporate denrelopaents 
during 1972* 



Growth 

Since the Second World War, the Libraries/AVC has increased dramatically. 

mk 1260 1971 

VolumeB Held c.2X,000 c. 502, 000 c. 1,100, 000 

Professional Staff PTE 20 29 45 

Support Staff PTE 29 . 88 170 

Total Expenditures $78,000 $855,000 fR, 697,000 
^rlftatoeritif Staffed 

Mi-' Libraries 10 . 24 28 

A growth of this magnitude inevitably means that, wiiether or not this^ is 
consciously realized, the resultant library system is rather different in form 
and 'Style as well as scale and calls for a different organizational and manage- 
ment style. 

'> . The University, however, has also grown both in scale of operations and 
breadth of interests. In particular the rapid development of the School of 
Humanities, Social Sciences and Education placed demands on the Libraries/AVC 
Whioh it was ill-equipped to meet with respect to collections, staffing and 
facilities. This has been a source of tension* 

Decentrali^gation 

The ©onfM-cting pressures for and against the decentralization of librar- 
ies and the apparently spontaneous development of "departmental Collections" 
seem to be endemic in modern universities. 

At ^Purdue there seems to have been a significant change in policy by the 
Library Administration towards the endObf the forty-year regime of V/illiam M. 
Hepburny; Librarian from 1904-1944. His successor John H. Moriarty, 1944-1970, 
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was designated "Director of Libraries" and developed a system of "special li- 
braries" for various groups on campus. These "special libraries" gradually 
b^ame the main centers pf ^^^^l^ormatibn ^ and service i^ the fields represented, 
the current sl^iign i^ pei'hki^s'l^est deBcrt.b The tWenty-eight 

school and departmental libraries range from "impressive" to "nostalgic". 

The pre-eminence of the General Library has diminished over the drears i 
Tihe proaent facility was intended to house a general, multi-subject collection, 
certain" ^tBfl^wlde functions (such as interlibrary loan) and special provi- 
sion for undergraduatiss. Almost by default it has since beccmie the main ser- 
vice point for one of the largest ^and most recent of the schools— Humanities, 
Social Science and Educatidn — i^ch includes disciplines vrhich aiie tradition^ 
ally i^avily book oriented. 

The develoj^nt 6f "special librarlej," vMle con\^nient for in a 

spacious campue^ does entail relatively heavy operational expenses. Heavy ex- 
penditure on staff and/ on duplicative collection building are needed if each 
location is to provide extended hours of service and cater broadly to the in- 
terests of its local clientele* Since library budgets have not been generous^ 
this has been reflected in underfunding in other areas. Bxamples of this are ^ 
in range of titles acquired, in equipment, in the catalo^Jig of materieis, 
and in research and development. There is a low ratio of professional to cler- 
ical ataff which It ^ ^. more marked than in large neighboring university li- 
braries.. 



Adfldnistratlon 

■ , ■ '.1 ' - 

The Pux^iie University's Llbraries/AVC have tended to have a fairly infor- 
mal mario^erial style* In some cases, responsibilities were not clearly defined 
and rigidly adtered to, axvi the authority necesrary to discharge these respon- 
sibilities was not always delegated. 

^'ith some notable exceptions, this fairly informal styLb seems to have 
been accompanied by an uneven or incoraplate documentation of policies and pro- 
cedures. 

The l>a0Bentation and decentralization of library facilities can hardly 
hove helped the usual problems* of communication and coordination. 
• , ' • • ■ 

1969 saw the retirement of Director Moriarty and the Us- 

ability and death of Jane Ganfield, Assistant Director for Technical Services. 
New incumbents did not arrive until ^arly 1972. During the interval, direction 
was vested in an Interim Conmittee con¥>rising the Associat e^ Director , the two 
remaining Assistant Directors and an Assistant to the Vice HMliMik for Aca- 
demic Affaire. This conmittee for a greater part of its existence was charged 
to make no significant managerial changes. This wa8> a difficult and discour- 
aging period* 



Relationships with the rest of the> university - w 

For TreMOiiB which may stem in oart from the "ag and mech" traditions ^of 
Purdue and the policies of President Hovde's administration, the funding level 
of the Libraries/AVC has not kept pace with national norms for the size and 
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range of the University, Although Purdue ranks^.j)6th in size among North Aineri- 
can Univer9itie^, its Libraries/AVC budget only ranlcs Slst out ^ of 7^ research 
libraries in the Association of Research Libraries, and 66th in- collection size, 

A« a Maxis of mxpportlag Dlrtctor Mofiexty's liudgetary clalma during the 
1960*fl, there eeeae to hare been a deliberate etrategy of potting the onoa on 
the SecM to support the clalaa of the Director of Libraries fdr library re- 
sources • This system, epitomised by the phrase "Dean's aoney" had an uneren 
eff^ and reduced the aathority of the Director of Libraries/AVC. 

During the 1960's nevr programs on the graduate*" level in HSSE, approved 
vdthout reference to the existence ojT appropriate library support^ and increased 
numbers of graduate students in HSSE, made very difficult problems in relation v 
to the General Library. It vras neither designed for large-scale grac*uate and 
faculty research nor vras it shocked with the materials needed to support their 
chosen fields of research. This became a major controversy affecting the en-t 
tire Libraries/AVC* Some progress vras made vdth supplementary annual alloca- 
tions of $100>000 for materials but matters reached a critical stage in 1966 ~ 
1967 vrith the report of the "HSSE Library Recommendations ConFiiittee" and a "sur- 
vey" comm?.ssioned from an outside expert Dean Robert B» Dov/ns of the University 
of Illinois. Some minor recommendations v^ere adopted; others required further 
study, planning, and in most cases , large increases^in operating funds v;hich 
vrere not forthcoming. 

Apart from the controversies vdth HSSE, the LibrariesAVC's relationship , 
vdth the rest of the university included a systematic personnel audit,.; a cost 
'etudy and an "Academic Revievr" with the nevi Provost in November 1971. 



Staffing 

The professional staff hare faculty stator* There is a detailed faculty 
const Itut ion f academic pxtaaotlons procedore sad representation on Senate 
tbMOgh the HSSE Schools Dean Dovns coaMnted f a?orsbIy on the diversity ot 
the library schools attended by the Librarles/A?C faculty* As a typical, 
however, of techoologlcallj oriented unlTersitles, the stfl>dect training of 
the Libraries/AVC faculty, vhich is hearily concentrated in Englis, History 
sad Education, does not erenly reflect the UhlTersity's prograats* 



The record of the Libraries/AVC faculty vdth respect to publication, con- 
sulting and academic and outside professional activities v/ould appear tg be good. 

The support staff tends to be dra\m heaVily from a captive market of stu~ ^ 
dent and faculty vdves v/ho are often academically overqualified for the tasks 
they perform. 
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' During the 1960»s Purdue Libraries/AVC vras the scene of pioneering acti- 
vities in the areas of library automation and the applications of Operations 
Research to library problems. The former has resulted in some operational 
systems but only after excessively difficult development and implementation 
pnases. The latter vras based outside -the Libraries and remained at a theo- 
retical level. 

r 

In the late 1960»s through 1971 there were several factors discouraging 
to the library staff. These included the dissension associated with the IBSE 
and the Down's surrey, student unrest, the uncertainties associated with a 
change in leadership fallowing the retirements of President Hovde and Director 
Moriarty, protracted delays in filling vacancies especially the directorship, 
and the rather stagnant "Tnturregnuin." This Management Review would seem to 
be the first major internally-generated initiative for some time. 
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C. THE STRATEGY FOR THIS STUDY 



The Study Team of Berren, appointed by the Director to conduct this study^ 
diBcuasedy at an early atage, the beat vay in irhich to accompllBh this taBk« 
Two factor a were Influential « 

^ Firstly, thiB major asBigxmient was in addition to regular duties and, 
therefore y there iras a need to Iceep to a mlnlioum the number of hours devoted 
to the study. 

Secondly, if this study iraa to really be an internal review by the library 
ataff ^ it nould be necessary to place considerable enqihasis on seeking input 
and proBoting dlscuaaion concerning the topics being studied. 

The Study Team generally proceeded by assigning specific tasks or topics to 
fndirldual aenbers. The individual ifould then prepare a draft for review next 
time the^ Study Teen met. Chapters I, II , XI , Xn of this report were produced 
this way. 

For specific management functions (the topics of chapters III-X) a series 
of Taak Forces were appointed Jointly by the Director and the Study Team. The 
basic guidelines In composing a Task Force were: 

(a) A member of the Study Team would be a manber and, normally^ chairperson 
of the Task Force. 

(b) Each of the three dlTislons 6t the Libraries/AVC should be>^ (represented: 
^ A-V canter; Reader Servicea; and Technical Services. 

(c) Each'Taak Force siust Include one or more support staff. 

(d) Ho Task Force should be coaqK>sed excluairely of men or women. 

Each Task Force was given a carefully written charge, a facsimile of the relevant 
chapter of the Manual as a basis for action and a request to complete their work dn one 
month. The Manual also specified a ninth Task Force on Management Generally, but the 
Study Team decided not to have such a Task Force on the grounds that the topics speci- 
fied for "Management Generally" was an inappropriate mixture of Commxnlcation , which 
was best handled separately after the other Task Force reports had been ccnnpleted and 
Synthesis which was the proper sphere of the Study Team itself. / 

The very tight timetable specified by the Manual was initially a source of anxiety • 
At a fairly early stage , %he Study Team reviewed this matter and^ resolved that, 
although a timetable i^ desirable , the purpose of the exercise was to benefit 
Purdue University Libraries and Aiullo-Visual Center. Therefore, the timetable 
in the Manual would be followed, but when there seemed good reason to lengthen a 
given phase of the Study in the interests of producing better results, this would 
be done. In the actual study, this happened with most phases. ^ 

A major attempt to achieve staff involvement was handled in the foUcwixs^ 
waya: 

1. For moat topica, Inquiriea were made of ataff opinlona lyid comnents, 
usually by ^questionnaire, sometimes by interview and, on one occasion, 
in a aerlea of rap aeaalona chaired by an outalde expert from the 
>fea8iurem«nt and Reaearch Center. 
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ii« For each topic and especially each Task Force fleport, a copy of the 
resultB—prudently marked •Draft*— was distributed to every member of 
the Libraries/AVC staff with an invitatioti to comments It was speci- 
fied that these documents should be viewed as draft chapters for the 
eventual report • 

iil« ° A series of open meetings were scheduled to which all Libraries/AVC 
were invited. The meetings were held in pairs to facilitate atten- 
dance by staff with scheduling problems and the Director requested 
all supervisors to do whatever they could to enable all staff to 
attend* At these meetings » the salient points of the most recently 
distributed 'draft chapters' were briefly summarized by the seniber 
of the Study Team most concerned and then there were questions from 
the floor and open discussion— usually for about an hour* Conmients 
made were borne in mind during the revision of the 'dr^tft chapters'* 

iv. The Mraft chapters* were also sent to members of ^he University 
Senate Library Coomltteey the Equipment and Aids Committee and the 
Provost— with a request for comments and reactions* 

v« The draft sections bn the environment (now Chapter I ^ seitiond A and 
B) and on the mission of the Libi^les/AVC (iiow the first half of 
Chapter II ) were reviewed line bjF line with the JProvost* 

vi* When all the Task Force reports had been completed ^ the support staff 
who had servid on the Study Team and the Task Forces were invited to 
review all the reconmandations in order to ensure that the concerns 
and interests of the support staff had been given due attention* The 
reason for this extensive involvement was the belief that' this process 
would lead to reconmiendations ^ich were better*informed^ wiser and 
more acceptable* 

if 

When all the Mraft chapters* had been completed, distributed and reviewed, 
there remained the task of melding the parts into a coherent report. This was 
tackled in the following manner. Each meniber of the Study Team reviewed the 
drafts fpr which ^hey had some responsibility and compiled a list of recooflmenda- 
tions and suggestions and also noted amendatioiis to the narrative* The chair- 
person produced a ^consolidated list of recommendationa and sxiggestions which the 
Study Team reviewed eund revised, especially in cases w)^ere Task Forces hail pro- 
duced overlapping or incompatible recommendations* Given the diversity of atti- 
tude, perspective and background within the Study Team, complete urumlmj/ty of 
all seven meabers over the entire range of this study was hardly to' be expected* 
Nevertheless y by a process of discussion and reconsideration a consensus was 
reached as to which reccMoanendations shoiild go forward. The chairperson then 
a8Sfloa>led the modified narratives arid edited them and the revised reconmienda- 
tlons into a draft final report* This was reviewed and revised by the Study 
Team to form this report and submitted to the Director* 
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CHAPTER II 
MlSSIOIi AND GOALS 



INTRODUCTION 

m order to prArlde a focros fbr this stiidyt the rtfvlev of llbe eorironment 
vaB foLLoved by an attempt to define the mission of Purdue University Libraries 
and Audio-Visual Center Wl, In conJ\inctlon with this, to revlev the scope for 
the use of performance goals. 



Thli actlrlty lj(iToI"^ed serere semantle probleu and in order to reduce the 
eonftealon arising frca t^^ Tarylng usages of the terms s^ioSlony objectlTeB^ alms, 
goala, etc, 9 a atibcoiwiittee erolTcd ioaie definitions. It is to be stressed that 
tti> aim has been sererely practical. These vorking definitions are intended %.o 
reduce conftision during the study. Numerous different definitions can (and hare) 
been used but some consistency vas needed. 

The definitions were derelopsd in terms of three lerelsj 

Lerel It Mission Statement 

A broad definition of vhat business the library is in. What is the sphere 
of actiTity of the library? This should be a general, and generally acceptable , 
definition of the role of the library. 

Lerel lit ObJectlYes 

In order to re ate day to day vork to the Mission , it is conTenient to 
interpret the Mission statement (Lerel l) by spelling out a list of aetirlties 
vhich the Llbraries/AVC atteapts to perform/in the pursuit of its Mission. This 
list of objectires should be helpfDil in pereeiring more clearly the best choice 
of priorities of on -going vork or proposed (lev tasks in relation to the Mission. 
For example 9 vhen^rleved in relation to the objeetlres, an Improred courier 
serrlee might contribute more tovards achierement of the Mission than a comparable 
expenditure of resources on adding CODENfe into the Purdue Serials Catalog. 

Objectires should be coopre hen sire and syatem-vlde. 

r .It - 

\he laaplqiientatlon section of the proposed Llbraries/AVC mission statement 
In BiAlblt I is 9 in effect, a set bf Lerel n Objectires. 

Lerel Hit Performance Qoals 

Lerels I and II are related to the library system as a ifhole. 

• ♦ • 

Lerel III Performance Goals are designed for indirldual units (or Indlrlduals) 
vlthln the library system. They are intended to act as guidelines for day-to-day 
decisions concerning priorities, use of time and resources^ and as a yardstick by 
vhich to assess performance and resttlts. 

ExMsple 1 .' SuppoBe that a Serials Unit were mansged formally In texvs of perfor- 
mi|nce goals. These might bet 

"fd deploy budgeted resources in order tot r 

/ 

I. Check-in and serrice all current titles oh a same-day basisi 
II. Cata^log an expected^O new or changed titles according to agreed • 
catalog rules within one week of receipt* 
III. Pursue a progrsm of purification of records byt 

(a) Doing a shelf inrentory of tifo libraz^s a year. 

(b) Check current catalog records against fbrmer records, aiming 
to corer letters D through F by Jul^ 1973»" 




Example 2. A circulation unit might conceivably specify its goals as follows: 



"To deploy existing resourees so as to: 

i • 

^. I. Reshelve most retxxrned books within four working .hours. 

II. Reduce the, frequency of having patrons wait more than 5 minutes. 
^ III. Maintain existing level of accuracy of circulation records. 
IV. Read shelves at least once a semester^" ^ 

»t6 that! 1 - Both examples are meant to be illustrative and hot compr^ensive. 
2 - Some goals may be more down-to-earth than others. " j 

5 - There remains scope for strategy and innovation within these 
goals. For example^ 'an ingenious circulation librarian might 
discover that he could achieve his goals in Example 2 better by 
increasing the allocation of effort to shelf reading because this 
resulted in easier and faster reshelving. 

^ - Tbe performance -goals of a unit should be agreed upon within the 

framework of the existing and future systemwide objectives (Level II), 
perceived priorities and available resources. 

^ .... ' ' ^ 

MISaiOH 3TATSMEWT - c 

Bren after agreement had been reached on a irorklng definition of vhat the 
tern •jalfalon^ aaaat, difficulties remained in dereloplng a mlealon atatemant , 
for the Llbrarle»/A7C. 

Clearly, as a aupportlng serrice, the Mission of the Llbraries/AYCiras 
^ directly related to the siaslon of the unlrerslty*. Unfortunately the -unlver- 
^ty*s mission vali not only unclear but, at that time, a matter of controrcrsy. 

Rerleirlng Mission statements from other research libraries pinpointed differ- 
ences In approach. Some felt that a mission statement had an important pribllc 
relations role and, therefbre, should be phrased accordingly* Oth#rs felt that 
It^ahooLd be regarded strictly as a norklng docAaent and thati therefore, a 
•bare bones* edition mould be more practical. The skeletal fom was finally-^ ^ 
selected because It vas felt that it vould be less susceptible to change and, 
therefore,' better d>le to surrlre the test of time. 

The StateaiBttt of Mission and Sq)lemehtatlon presented In Exhibit 1 Vaa in a 
state of aljwst constant revision fbr almost three months. An initial dr^, 
prepared before thsf study began, by Director Dagneise, iras revised by the Admlnls- 
tratlTe Coailttee and then rerrlewed by the Administrative Council. .The stody 
tem discussed It at lengthy 8iib8tantla;.ly rewrote It, tevlened It vlth Director 
Dagnese. It vas then distributed ttf all Llbrarles/AVC staff fbr consent and ^ 
discussion at two open meetings* It vas also sent to the Provost and to the 
University Senate Library Committee for feomment. Tftille any Individual vottld pro- 
bd>ly phrase these matters In a different vay, the >statement reccmsMndad here 
V 1» bellered to be generally acceptable* The main difference of opinion, other 
than the choice betveen and '^skeletal*' version*, concerns the eortent to 

vhlch the Llbrarles/AVC should be Involved In; producing Information. A state 
ment of minority opinion vai therefore' prepar^ ^ . 

The follovlng notes are Intended to elucldaie the Mission statement vhlch 
should be seen as a logical progression, the Mission statement Itself is the 
overall definition of vhat business the Llbrarles/AVC Is ln» The laplementatlon 
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STATEMENT 
MISSION 



November 20, 1972 



The miaBion of Purdue? Uaiveraity Libraries' and Audio-Visual Center is to 
meet the informational requirements of the total University community, 

IMPLEMENTATia^ 

1, To assess the informational requirements of the University community 
on a continuing?.basis by formal and informal interaction with all 
other elements of the University community* 

2. To select from aya^ilable information that portion most applicable to 
the requirement/S^fPf the University community. ^ 

5. To acquire^ organize and arrange these informational resources in a 
manner ajid in a physical, setting most conducive to their use, . 

To Interpret ^jad. publicize these resources thrpugh. inform^.tional and 
educative services in order to increase the benefits of "xhe Libreuries 
and Audio-Visual Center to all members of the University ccHnmunity, 

5, To make available, interpret and publicize an add^itional ra.nge of 
informational resources ajid services by activ^ collaboration with 
other institutions through interlibrary loan, » information networks, 
and other .cooperative eLrrangemerits, 

6, 'To study th^ operations and services provided by the Libreuries and 
Audio-Visual Center to assure effective use of available resouJf^es. v 

7, To present and interpret to the funders the fiscal and other needs 
of the Libraries and Audio-Visual Center, 

8, To provide an environment in which to develop and maintain a capable 
staff, o 

9, To anticipate and plan for future developments in informational needs 
and^^rvices which are likely to affect the Universi-^y. community. 



Exhibit 1 
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•tatcnentB fall into three Bectlons: 

1 — Determining what 1b needed; 

2*3— Making available what is needed* either by local 

resoarceB (2-4) or by access to resources elsewhere (^) 

6-9 — Enhancing the coBq>eteiice and efficiency of the Libraries/AVC 
in terms of resources* management SAd planning to order to 
perform 1-5 • 

Other points to bear in mind are: 

i« The use of the phrase ''total Unirersity Conmnity*' in the Mission 
Statement is borrowed Vrom a past Purdue President and meanti to include not only 

the Lafayette campus students* faculty and staff* but all of its extensions and^.^ ^ 

the dtltens :«f Indiana. The word ''total''* Included in the Mission StateMnt ror 
added enphasls on the incluslTeness of the Statement* was dropped in the Dqplemen-. 
tation section for conrenience but does not imply a change of emphasis* 

i±0 Objective 2 read "skillful selection"* but "skillful" was dropped because 
it was felt ,by the majority to be understood* 

111* The adjective^ "aYallable" was substituted for "recorded" in Objective 2 

because it was felt that "recorded" was too restrictive* ^t*s^ssible that a 

patron* seeking sooie Information* might be referred to as a "hmaa resource"* 

l*e** a person specialized in a particular area fpr his answer* 

iv* The Objectives k and 5^he word "piibliclze" was used to mphaalze the 
active rather than passive role which the Committee felt the Libraries/AVC 
sbould take* In this regard it may be noted that the University Senate Library 
Committee asked the study team to stress the need fbr Libraries to do more than 
acqfulre* organise and sotre material* The Comnittee felt that much greater 
emphasis needed to be given to the librarian^ role in accessing information 
iiOmost to the personal* one to one* level and that this activity is being 
increasingly important* 

V* Ttie word "ftmders in Objective 7 Is used in the business sense to Ijqply 
all those who control or influence the) financial support, of the Libraries/AVC* , 
e*g** taxpayers of the State of Indiana* Purdue University s tudents* Purdue Uni- 
versity administration and fjaculty* the Indiana State Legislature* industry* 
foundations and the Federal Gcvemment* 

r 

yi* The tern "staff" is meant to Include support staff and professional staff* 
Objective 8 is not meant as an indictment of the present staff which the Study 
Comidttee felt was eapsble* It iras* however* a rejection of phrases such as 
'*meaalh||^ul" or "relevant^ which the Committee rejected as superficial from overuse* 

In the initial stage of this study the "Mig&ificent Seven" realized that 
becjBnse of the diversified mesOMrshlp of the Cowdttee* there would certainly \m 
dl^erc^ices in opinions* It was felt that not all of these differences would be 
or in sostt cases even should be resolved* Therefore* it was agreed that the 
majority would rule* but that the ^dissenting minozdty should have an opportunity 
to expMM u splnion in each phase draft report* In this case the following 
mlnorlH^ opinion was prepared: 



MINCRITY CPIHlCr? by Carl Jiafi'orrl 

I feel that the Libraries/Audio-Visual Center should become involved in 
the whole spectrum of producing-using recorded information: from inception 
to the utilization of the information. For the following discussion, I would 
like to break the above mentioned spectrum into four parts- l) inception, 
2) development, 5) production (recording) and h) utilization. 



In the inception part, I feel that Librairies/AVC should point out to 
potential producers, areas of information that have not been covered or covered 
insufficiently. Also the Libraries/AVC should point out contradictions and 
possible correlations in information if discovered. 

? 

In the development section, the Libraries/Audio-Visual Center should act 
as consultants on what would be the best media or medias in which to record the 
information. Also the Libraries/AVC should point out the best types of organi- 
zation to be used to present the information. 

In the production, (recording) section, the Libraries/AVC should act as 
an information source as to where to get the information recorded. Th^a does 
not preclude the possibility of the Libraries/AVC doing production. The 
Libraries/AVC should also instruct producers in how to get the information 
recorded. Finally, the Libraries/AVC should do proofing of the information 
before recording. 

In the utilization section^ the Librauries should be involved in the 
acquisition of recorded information. But the Libraries/AVC should also select, 
which means checking each unitv of recorded information against a published set 
of criteria. In addition, the recorded information should be organized for 
storage in such a fashion as to insure easy, fast and accurate retrieval.* Also 
there should be help given to the consumer enabling him or her to ask the right 
questions so as to retrieve the information necessary to solve his nefds. This 
help should also include a follpw-up to insure that the retrieved infomation 
fulfilled the customer's needs. This information should be feedback to the 
inception and/or development stages. ^ 

One other area that should be considered is the area of research into how 
to T'^Gt n^.i;i/.e inrr.nj.ati«-n. I feel that the Libraries/AVC should be involved in 
and encouraging the pursuit of research into how to increase the quality of 
recorded information in all four sections of the spectrum. 

In summary, I feel there are four, possibly five, sections to the spectrum 
of recorded information and that the Libraries/AVC should be involved in all of 
these areas. However, I feel that the mission statement and objectives only 
make a commitment to a very small area of the iii lli zrttion srcti^n. This th^n is the 
reason for this paper. 
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D. l. What would you consider to be the advantages of the general adoption 6f 
formal Level III Performance jGoals for each unit ? 

IJiere were varied views concerning \he advantages general adoption of formal 
Level JII Performance Goals for each Unit. One respondent saw none. The 
remainder tended to stress that the use of goals could be expected to lead 
to: 

- better assignment of resources and priorltiM (6 MatlOQfl) 

- better analysis of the role of the unit (5 ««ritiPM)' 

- motivation for/sense of achievement (k Matlong) o 

- better understanding of duties, especially during training 

nratlonf ) 



- more purpbseful organization/management (5 M&tioM) 

- better Monitoring (j M&tloiis) 

One view is that in a well-run unit Level III Performance Goals are vinnecesscury. 

D, 2. Ihe disadyantatges? 

A va)riety of disadvantages were seen! In some cases these were potential 
disadvant6.ges or dangers. Especially frequently mentioned were: 

- continuing effort needed to establish and revise goals 

- removing of incentive to excel 

- danger of becoming too rigid or restricting . 

In addition their general adoptioH was regarded further bur eauc rati zing the 
libraries and a "domgradis^ of expeet«d proftsslraal attitntos"* 

E. l. Do y<fY tl^i^^ their use would be feasible? 

^Yt$^^G No: 1 Other replies: 7 

Thefe seems to be a strong feeling that their introduction would be difficult, 
that resources would have to be matched to the goals and that allowanqi^ 
made fbr factors outside the control of the unit concerned, Furthenhbre 
goals would be more applicable in some areas than others. " ^ . 

E.2. so. do you fatnk their use would be desirable? * 
Yes: -8 No: 1 Other replies: 8 

Siitillariy /I cautious endorsement. 
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ReooHBADdatlon 



The BtvOj teem recoioMndi that adoption of the atataent of Mlssloa and 
IMpleiientatlott aa a basis for the development of the Libraries and Audio- 
Tiaoal Center. This stateAent should be used as a basis in rerieving the actual 
and proiosed prograns of the Libraries axid Audio-Visual Center and should itself 
be m£bi%ct to reriev, 

PgRlDRMAliCE OOALB ^ 

Whereas the stateaaent of Mission and Ippleaentatlon is intended to relate to 
the Llbraries/AVC aa a whoUy performance goals are seen as designed for IndiYldual 
units (or indirlduala) within the library system. They are^ aa defined and 
illnatrated^ sbore^ intended to act aa guidelines for day-to-day decisions con- 
cerning priorities^ uae of time and resources, and as a yardstick by irtiich to 
aaaess performance and results • 

The study team conducted an inquiry designed to seek the Tievs and experience 
of heads of some thirty rather arbitrferily defined fhmits" within the Llbrafies/AVC. 
The questions aaked and the serenteeir replies received can be awBarized as 
follows s T 

A^ 1. Have you any experience of" using written Level III Performance Goals 
in the Purdue Llbraries/AVC ? ^ 
Most reapondenta do not bave any experience of ualng written Level III 
Performance Goals in the Purdue LLbraries/AYP, but a si^^lcant 
minority (about one-third) do* ^ 



A. 2. How far have_yDU uaed written statmaents of a vaguer nature ? 
Fewer reapondenti uaed wrltteu statemencs of a vaguer na^ture« 



km 3. How far J in your work^ do you use unwritten (even unspojceml) 
Level III Perlbxmaaee Qoala aa a guide ? ^ 
Nearly all respondents uae wnwritien^*|pala aa a guide to action. 



B. Are you aware of anyone at Purdue Librariea/AVC who could answer "Yes" 
to A. I. - A> 3> ? ^ 

Very few. were aware of the use of Level IH Performance Ooala by other 
Purdue Llbraries/AVC people. . 

Are you aware of a ny such experience in libraries elsewhere ? 

Very few were aware of the use of Level III Performance Goals by others 
elsewhere. 
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Reccfwndatl on 

Tbe responses could be taken to suggest that the respondents are^ vlth 
reserratlonsy nore in faror of the use of goals than their present usage voxild 
% Indic&te* 

57* The study team believes that norlng toward the broad use of Level III 
perfonance goals viU make a significant contribution to siore effective Library- 
lea/AllAlo-Visual center operations. The study team is conscious that there may 
be significant problems in^^e Implementation of Level III perfomance goals 
in the Librarles/Audlo-Vlsual Center environment, nevertheless » the stilly team 
recoHMiids that the use of Lervel III performance goals be tried in one or more 
parts of the Libraries /Audlo«Vlsual center system on an mxperlmental basis* 



\ 
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CHAPTER III 



PLANNING 



This chapter is based on the report of the Task Force on Planning, 
Membership of the Task Force was O.Dunn, H. Schroyer, R, Simon, C. 
Stafford, ChaiJ?person, eni Ti Zidar. 



Introduction r> 

This chapter it concerned with planning aa a procepk and not vith plana 
per se» Tbe first step in the atndy of the planning process vaa to define it: 

Ihe planning preceaa ia the organized^ logical lapproach and continolng 
proceaa to professionally assess ^ evaluate and fbreeast the needs and 
resources (faoMn and physical) of the system in order to MxiBize the 
cooMlnatlon of the oovponevttSt creatively derelop the neceaaary pro* 
grsps and AgdfiU the needs of the clientele resulting in a aore effec- 
tire vorklng structure* 

As a secoiid stept the Task Porce interriewed several University officials in 
order to find out vhat type of planning proceaa vas in effect at Purdue and nhat 
the Libraries/A?B*s relationship vas to it* The university officials intervieifed ^ 
vere John Hicks (Executive Assistant to the President), John M« Cassady, (Chair- \ 
aan, Uhivevsity Senate Library Coanittee) , WilUaon ResMra (chainaanf Educational ^ 
IquipsMit and Aids Ccmittee), and T« Michael Elliott (Assistant Provost)* They 
ladioated that enroUaent predictions, planning fbrecasts and procedures have 
been decentraUsed* > A prlae factor of this decentralization has bfsen University 
atelalstratlon's policy of appointing strong Beans ifho run their schools and 
ooapete vlth each other for available funds* 

Concurrently/ ^ere appear to be two endeavours which will facilitate a more 
formalized and centralized planning process at Purdue. The first endeavor is thie . 
creation of an office which is charged with general institutional planning includ- 
ing long range planning as well as budgetary responsibility and liaison with the 
CoOBOdsslon on HigETer Education far the State of Indiana. This office is headed 
by Dr. Elliott (Ed.D.^ Higher Education Administration). The second endeavour is 
the creation of the Commission on Higher Education for the State of Indiana, 
charged by statute to coordinate the plsui for higher education in Indiana. 

The third step was to use the six principles of planning as bases for evalu- 
ating our present planning process and for making recc«nmendatlons'for future^ 
viable planning. \ 

»• - , ' ■ *» 

^ Following are the six principles: 

: 1) university plans and the LiVraries/AVC plans should be carefully , . ^ 
Interrelated. 

^ ^) The approach the Librorles/AVC takes to planning should itself be • - 

planned. 

3) The Libraries/AVC planning should be logical, ccanpreherisive, and . . 
action*orlented. 

k) The Libraj-i^s/AVC shcfuld piirsue a continuous planning effort that 

relate/s tifie' formal organization to the basic steps of a pl€mning ,^ 
" ftamework and productively involves the tibraries/AVC staff members. 

^) ^Eubstantlal staff skills should be committed to the continuing 
plahhlng effort.,. 

6) The Libraries/AVC planning effort should utilize recognized manage-; 
ment tools such as forecasting, objective setting, and progsramning 
of courses of action. . 

Before proceeding, it "is necessary to make a distinction between short, 
middle and long range planning. The short range planning encompasses the present 
to one or'^two years in the futur^. Short range should include great eaqphasis on 
mix levelf of mfgnagement resulting in strong ^guidelines for day-to-day operations, 
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Middle range planning contains plans from the present to five years in the future. 
It gives overall guidance for- the formulation of the detailed short range planning. 
Long range planning includes the presenj^ to ten years plus. The length of the long 
range period of planning for the Libraxies/AVC would depend on the areas under ^ 
study and the length of the period of long range planning as defined by the afore- 
mentioried office charged with University planning. Long roxige planning will be dk 
a general and global level. 

University plans and the Llbraries/AVC 
plans should be carefully iptprrelated . 

Historically there has been little evidence of strong central planning except 
for the shoi*t range type which is tied to the budget and the long range type for 
the allocation of funds for structures. Recognizing this past state of affaiis^ the 
University has delegated the responsibility for planning to the aforxnentioned office, 
which after the current budgeting crises have been successfully resolved^ will pursue 
a course of coordinated, centralized planning. Once this more formal planning pro- 
cess has been IMtlated, there should be forthcoming planning documents for the 
total Uhlverslty which will enable the Llbraries/AVC to interrelate^ its planning 
process as jBUi Inherent paxt of the overall University planning. 

It should be emphasized that it is the feeling of the ttvA^ TtMl that it is 
mutually incvnnbent and essential upon the University and the Llbraries/AVC to 
interrelate their planning processes in order, to fulfill their Individual and 
related minions. 

The approach the Llbraries/AVC takes 
to planhlng should Itself be pleuined 

Generally, the Llbraries/AVC have in the past met this principle for short 
range planning. But by formalizing the planning process to Include middle and long 
range planning, crisis situations can be minimized in frequency and intensity and: 
hopefully resolved into manageable problems before they become crisis sii;uationsv : • 
Also, good planning must be carefully 9rganized. While this reallzati'^n and 
admission is in itself a major step l^iiard good planning, there is still quite 
evidently a need for the proper establishment of carefully thouight out procedures 
for the organization of planning on every level of supervision Within the Libraries/ 
AVC. However, for all Intents and pir poses, middle and long range planning did not 
exist except for planning building funds. In addition, the diverse natures of 
the departmental libraries have made it exceedingly difficult to consistently cen- 
tralize the planning for the Libraries/AVC. . 

By the same token, the Libraries/AVC 's planning needs to mesh with the Unl- ^ 
verslty planning activities. One of the characteristics, of this formalized planning 
process would be the delegation of responsibility for planning to an office in the 
Llbrftrles/AVC administj^itlon. This office v/ould be organi zed to include ihe essen- 
tial InfolTeaent of the entilre staff • Indeed the eHphsBis vduU be on the stlan- 
latlon and coordination rather than the initiation of pltte* Another eharaeterietic 
voold be contlnolng quality control ifhich ifoold rerlew and vpdate the planning pro- 
duced bj the aforenentioned procese. 

Libraries/AVC planning should be logical, 

comprehensive and action-oriented 

The Libraries/AVC have generally met this principle for short range planning. C 
In order to meet- this principle more fully in the future on all levels of planning, 
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glvtn the respondiblUty to oversee that planning is done and that a planning pro- 
cess is established. It is also felt that the planning process should be tied to 
statements of xnis8ion>, philosophy and objectives and that these statements should 
be used to assess the ends the Libraries/AVC wish to achieve. Vfhen these ends are 
formulated, the strengths and weaknesses of tfy^ present services, program, personnef, 
space and financial support should be Considered in order to plan the future develop*^ 
ment and policies^ of the Libraries/AVC It is necessary that the units produce- short 
/ange plans coordinating the overall Libireuries/AVC's plans within all three planning 
time periods. The office in charge of planning ^ets up a/ time table with assigned 
tesponstbilities td the complete staff. \ \ j 

\ 

Libraries/AVC should i^sue a contintious planning 
^ effort that relates theX-ftrmal organization t<y the v 

basic steps of a planning\framework and productively ^ 
involves the Libreu:les/AVC Vbaf f members . \ 

The Task Force feels that the entire staff should have continuing input Into 
the planning process. It is felt that documents relating to planning should be avail- 
able to the staff, lliere should be at least an annual review of all existing plans 
by the entire staff. Encouraging and aiding the staff i« keeping abreast of the 
ctirrent developments, techniques, latest advancements is a prime requisite in the 
planning process. i m \ . - 

Substantial staff skill should be com -- 
mltted to the continuing planning effort 

It has been stfited that an office should be given this responsibility for the 
plarihing process. The responsibilities of this office would be establishing planning 
schedules and guidelines, assembling basic information and data needed for Identify- 
ing bases for evaluation, corrdlna-ting the ov*all planning effort, and coi;isoiida- 
ting Individual and group unit plans with the master plGui« 

Uie abovtoentioned functions are some 6f the more Important aspects that this 
office performs. In addition, the Task Force feels that the position for planning, 
should have the status and rank .of at least Assistant Director. Since the Libraries/ 
AVC does not exist in a vacuum, it is necessary to continue involvement in the 
planning processes of the facultyt the administration, and the students. 

There should be a continuing productive dialogue in the planning process between the 
abovementioned sources and the Libraries/AVC. Also, outside professional and 
technical resources should be drawn on whenever possible. 

The Libraries/AVC planning efjCort should utilize ^ 

recognized management tools such as forecasting , ^ 

^ objective setting, and programming of courses 

of action 
• 

In the past, there has been little evidence of long range planning. The Taslc 
Force feels this has been unforttmate because It could have been of valuable assis- 
tance in calculating the impact and effect of both recognized and unrecognized 
trends In and on Llbreu:»le8/AVC management. Long range forecasting requires suffi- 
cient statistical recotds for proper quantitative comparisons of past and pjresent 
^ performances In order to identify significant trends. From these projected trends, 

er|c ' 



objectives must be developed in Libraxies/AVC management .^^ However, some research 
and development will be necessary to insure the feasability of the objectiv^a and 
the processes derived therefrom. 

It is inciambent upon the planning process 'to include self reviews to check its 
predictions and objectives. The planning process must produce plans that state in 
essence what will hajijpen, by whom and specify the. resources needed. The Libraries/ 
AVC's plans of action\must consist of realistic, workable programs that can reacji 
optimal implementation, via annual budgets, operational plans and day*to-day acl:ivities. 

It can be rtatedTthat TOiiplderations of^ both quantity and cpiality need to b« 
incorporated into a full planning process, othenrtse the aystem will «uffer» If 
quality and quisntlty are conaidarad tw independent Tarlables by the planning pro- 
cese, the eerrlce derlred trom the planning proceea irill fail to reach the optlaum 
lenrel desired. ^ 
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RBCOWKHIATIONS 

Hie study Team makes the following recoinmendationa with respect to the Planning 
pTOcees* 

29« The Llbrarles/AVC plann;Lng process should be formalised. 

50. The process should have the litvolrement of the entire staff, espeeialljr with 
respect to their own units. 

51. The process should interrelate with the rest of the University. 

52. The process should contain a quail ti^tive control reri^w. 

55. The responsibility for the coordination and initiation of planning should be 
assigned to one person. 

■\ 

If. A Planning .Of fice should be fomally established under the superrlsion of the 
Associate Director, bringing together the functions of planning, budgeting, 
personnel, nanagement Infomatlon, systems and research. 
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CHAPTER IV 
BUDQETiro 

This chapter is based on the report of the Task Force on Budgeting. MeBber>- 
ahlp of the Taek Force vae Qerl Bamigart} Robert parrle^ Chairperson; Richard 
runkhooser; Charles Long* . «\ 
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The Task Force proceeded to compile Itf,,, report in the following manner: 

1. Weekly meetings were scheduled'wherein all aspects of the Libraries/AVC 
budgeting were discussed. 

2. Charles Long, business *a,dministrator ^f or the Libreuries/AVC wrote a 
description of the preserit budgeting procedures (Attachment l). 

5. Hie Task Force examined samples of the v decision element forms used 
in the budgeting procedure (Attachment 2). . ' 

k. Mr. Long provided a summary of the 1972/73 fiscal requests which shows 

the original preliminary budge^t request based on the decision elements, , 
the revised preliminary budget request based on )ninimm needs, and the 
new funds actually received (Attachment 3)i • 

5- Input was qolicited from supervisors. 

6. The Task Force interviewed Mr.. Dowden, Assistant Director fbr Readier Serrlces. 

7. Task Force familiarized themselves with the .assigned r.eadings. 



\ 

GENERAL OBSERVATIONS 



The overall budgeting process is a complex procedure much of which 
is dictated by forces over which the Libraries/AVC or even Purdue*' Uhiver- 
slty has little control. 

Most organizations and especially governmental organizaticms have 
developed an annual budgeting exercise which usuaI^ly takes the following 
form: 

1« An unrealistic budget request is submitted which asks for more 
funds than the agency really expects to receive. 

2. A more realistic budget is prepared which purportedly identified 
the minimum amount of funds necessary to operate without deteri- 
oration of , quality in the ongoing programs of the agency. 

3. The actual money allocated is almost always less than either of 
the above requests. 
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It is questionable '.iliether or not the time and/ ef f 02 expended 
in this lengthy and elaborate ritual can be justified, nevertheless, 
because of the vsgaries bUilt into the system, it would appear that 
BXi honest, realistic initial budget request would never be granted. 



THE ROLS OF THE LIBRARIES/AVC 

Ihe Libraries/AVC is not spared from this annual time consuming 
routirtie. It co&vletes the abo>;e outlined steps and customarily re- 
ceives an increase in funds. Fart of this increase represents a fixed 
percentage Increase in salaries and vages Sjnd the other part repre- 
sents new money for other purposes. One favorable feature of the 
present procciss is the flexibility alloWfed for the expenditure of this 
other purpose money.. The Libraries/AVC can allocate it in whatever way 
li deemed besi;, however, once the overall University budget is approved 
by the Board of Trustees, any subsequent reallocation of funds requires 
special approva.1 from the Provost. 

The fact of the matter is that in recent years, any new money has 
hardly been enough to compensate for constantly inflating costs. This 
has made it extremely difficult for the Libraries/AVC to institute any 
new programs. Only occasional budget items, such as the courier service 
(mbsnMiitly renoMd the book deliTery genrice) or the reftrblahiog of study tabl^St 
lunrt bad enough appeitl to elicit increased funds from the UnlTereity budget adalnlstsa' 

The Libsaries/AVC have not always been sufficiently informed about 
prospective plans and programs of other University schools and depart- 
MAts to be able to coordinate their budget requests with what is 
actually happening or with what is about to happen in the Uhiversity * 
ccinmunity./ This has been demonstrated several times in the recent past 

" 1)y certalryVepairtments instituting new doctoral -degree programs with 
little re^d for inadequate book resources and even less effort being 
made to aid the libraries in increasing their book budget. The oppo3it# 
effect occurred seveijal years ago vhen the HSSE School succeeded in ^ 
achieving a huge increase in their book funds with hardly any considera- 

i ticxi being^ given to the problems this created for the library in terms 
of the need for more personnel, space, equipment, etc. 

On othtr occasions, scsne departmental libraries have been granted 
Sbddltional space in- the buildings they were housed in only to discover 
that maximum use of this space was difficult because there was no 
acccnrpanying ijacrease in the capital equipment funds to provide the 
necessary furniture and shelving. 

THE ROLE OF THE SUPERVISORS 

The majority of the supervisors f'-el they have very little input 
in the makeup of the budget^ However, few had any concrete suggestions 
as to how to improve the existing budgetary process. 
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Salftxles 

Apparently all ttuperrlaora are consulted about the hourly wage ratea uhlch 
vlU be paid each individual asploy^e for the cOBdng year. One ccwon eo^[)lalnt 
it that too many support stadTf salaries reaain pecsod at the ">in^iffim UnlTerslty 
rate scales* fheae Iftiiverslty iilde rates hare been increasing by five to fifteen 
cettts per year. Since the clerical increases rarely erer exceed these maadatory 
"^ibs*'^ fluuqr clerks are nenrer able to rise ebore their mlnianaa rate. Rarely 
Is there enoufl^ snney left over to remexd thos^^i^loyees doing an outstaxMllng 
Job« 

/' Ihere is a definite need to^ define -what constitutes a merit Increase as 
vsU as to clarify how a nerit airax^ Hystea Works, 

Personnel 

Very few supervisors feel they are consulted conceriiing ^i^he 
number of staff they consider neces'sary to perform the workload they 
foresee for the coining year. Readers Services are asked informally 
at a meeting to make requests for "whatever additional personnel they 
think are necessary. The Technical Services seem to operate more 
on a crisis basis receiving additional personnel only when d^jmplaints 
fro© influential sources force the expansion of Units in order to 
alleviate back logs. 

Su nplies and Equipment 

Readers Services librarians are also asked during the year to 
send in requests for major supplies and equipment. This is usually 
done informally at a meeting. Some Technical Services Unit lieads have 
adopted the routine of appending a list of their equipment needs to 
their annuSil repprt. ^ . 

Oner-major ccnrplaint is that there is rarely any response froa 
the library administration as to whether or riot these requests will 
be fulfilled. The equipment either arrivea during the year or else 
it doesn't. A partial list was circulated this past year showing 
what had been ordered up to that date but containing no information 
as to whether or not the remaining requested equipment would ever be 
ordered. 

Some departmental librarians' resent the fact that in iime instances 
thei^l requests are answered by a counl^fer-request from the liwary adminis- 
trators asking them to seek the necessary funds frcm their Department 
Head and/or School Dean. It is felt this is an undesirable as well as 
a self-defeating practice since in essence it conceals the true cost of 
operating our decentralized library system. 

Th^re is no allowance in the budget for maintenance and repairs 
of a minor nature for which outside services are unavailable^ such as 
assemblir^ equipment which corner in pieces, repairing tables and chairs, 
minor electrical repairti, replacing paper cutter blades, etc., etc., etc. 
This type of need could best be satisfied by the addition of a full time 
handyman in the budget. Money should be budgeted for the express purpose • 
of replacing worn-out or obsolete equipment. 



Library Materials 



Most supervisors do not have any input concerpirrg the amounts 
of money allocated for books and serials. Unfortunately, this sum 
la dependent upon the amount of money allocated to the libretries by 
the University and their amount usually remains proportionately the 
same as the previous year. 

\ Some departmental 'librarians have acquired an almost independent 

attitude in this area since they have grown accustomed to receiving 
large grants frcm non-libretry sources with which they satisfy their 
book buying requirements. Some University depaxtmente ore also trans- 
ferring funds from their S & E budgets to the LibrsLries/AVC took 
budget. While it would be foolhgtrdy to discourage eitlji^er of these 
practices, they do create an unsound situation. Neith^ of these 
sources of funds can be depended upon to continue indefinitely. Also 
the failure to include these gtdditional sources of funds in the annual 
•book budget totals distorts the actual costs of operations. 

Some supervisors felt there should be a special allotment in the 
book budget for the purchase of bibliographical materials, such as 
the G. K. Hall book catalogs. 

Tbere was a coatplaint fton the General Library alleging that they are being 
shcyrt changed in the btulgeting procedure since the^ are consldei'ed as Just one of 
28 libraries f ifhereas in terms of books reeelYed, ituidE>er of users , number JDf 
books and reference questions answered they caarry roughly hcOf the norUoad of 
the entire system. 

There were sereral complaints concerning the account procedures used for sub- 
scription and continuation orders: 

fa) Standing Gorders fo;r irregtdariy published monographic series are Included 
with the' figures for regularly priftllshed Journal stibscrlpiionso It was recoonended 
that these standing orders fo^lrregular Issues be sep^^ated from Journal svibscrip- 
tions and combined with continuation orders « 

- {y>) There was a recommendation that departacbental libraries he given one 
lump sum for books and serials along with the authority to spend this money on 

either books or serials depending on the needs of the pax>tlcular library. 

<? ■ 

* (c) The monthly accounting sheets should be broken down by account manbers. 

(d) continuation orders should be arranged by the ordering libraries in 
order to provide them with a ^clearer picture of the amount of money cooftitted 
for the year, 

Along with this was a request for better statements concerning 
the status of book orders. 

Concl^iBion 

Budgeting is a crxnplex process which is interrelated with several 
other facets of this Management Study such as Planning, Organization, 
Management Information and Policy. 

If tb^re is to be a major overhaul of the present budgeting 
procedures, it should be done gradually and in conjunction with major 
overhauls in these other areas. 
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RBOOW^EWDATIOliP 

Ibe Study Team makes the foUovlng reconnendatloas with respect to Budgeting* 



n. In order to enmxre coorldnatlon of academic programs vlth library needs , commi 
nlcatlon between the Llbrarles/AVC and all academic departments should be 
Improved* 

35 • Long range budgeting for priority items desired by the library should be 
instituted in conjunction with long range planning. 

kOm Supervisors should have more input into the budgeting process. A question* 
naircf should be designed and sent oxit at an appropriate time each year on 
which they could list requests for additional personnel, equipment and 
materials along with their reasons for these additional needs. If these 
requests are given serious consideration, the supervisor should be called 
in to fturther justify these needs. If the requests are not given serious 
consideration, the supervisor should be so informed^ 

T^. the entire concept of merit raises with respect to both the principle and • 
the mecahnics deserves a thorough review, especially in connection with the 
effects of the Bracket Index, the giving of merit raises during the year, 
. and'tbe use of salary savings. 

^1. Ttae Libraries/AVC should gradually assume the full cost of providing fumi-'^vv 
ture, equipment and wages for the departmental libraries and discontinue 
relying on additional funds from the University departments for these pur- 
poses. 

l6. Provision should be made, in staffing the Libraries, for minor repairs to be 
handled internally. 

U3. Ibe school, departmental axid floor librarians should use more initiative 
and control in develop;Lng collections relevant /to Purdue's needs. 

Hie total book budget figures should reflect the additional book funds 
received from outside sources. 

39. The present allocation of funds for library materials for the various 
sid>Jaet areas should be studied in order to deteimine if there could be 
a more equitable distribution. 

50« Tbe accounting procedures for the purchase of svibscrlptlons and eontinua- 
tions should be studied and revised so that clearer and more detailed 
reports would be availdi>le. 
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BUDGEHNG 



The University Administration la presently working toward a 10 year, 
five year, biennial and annual budgeting format, which is always subject to 
revision, but does provide a budgeting vehicle for planned sequencing of 
budget areas. 

Th^ current budget method: 

1- Preliminary budget submitted in the fall of each year to the 
Provost for the coming fiscal year. 
A. Procedure 

1. Requests submitted on decision elements arranged in 
priority sequence by fiscal year", usually submitted 
for one to three year periods. This system is de- 

^ " signed to incorporate long range goals with short 

range goals. See attachment for example of 
Decision Element. 

2. Normally on preliminary budget requests there is 
no restriction on dollar requests. 

^ 5. The timing tf preliminary budget requests is depen- 

dent upon the activities of the State Legislature. 
Generally speaking, in odd numbered years, when the 
Legislature is in session, the budget will jiqt be 
due until late in the spring of the year. 

2. Once the preliminary budget requests have been submitted and the 

. University is aware of the available funds for the coming year, 

allocations are made to each school based on the information 

submitted on the Decision Elements, ^ince the preliminary budget 

requests were not restricted* as to the dollar amount, experience 

of past yeaxs^ indicate the funds received will be considerably 

less than the amount requested. This action results in a number 

of things to be considered. 

A. If long range budget plans properly incorporated the short 
range goals this -change in the funding level necessitates 
a change in long range budgeting positions. Inadequate 
fiinding for the coming year throws off the schedule for 
the future years. 

B. Since the funding for the coming years is less than the 
requests a re -arrangement of, priori ties must be made 
based on the amount of funding received. 
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C. The additional funds for the new year are usually divided 
between salary increase money and new money. We do not 
have to request salary increase money. The University 
administration determines the dollar increase based on a 
previously determined percentage increase which is then 
applied to each existing salary budget. Each element of 
the University is permitted to r^-allocate its funds at 

r 

budget time switching from one category to another pro- 
vided the changes are justified. The rules for budget , 
preparation remain basically the same each year, but 
changes are made and special approvals are granted to 
allow some flexibility, 
r. At the level of the Libraries and A^C the following 

actions take place. 

1. The salary increase money is allocated usually on 
a percentage basis equal to that given by the 
University to each division and unit. Individual 
merit increases are determined by the appropriate 
supervisprs. 

3* After it is determined how all funds will be allocated for the 
«. ♦ 

next fiscal year the information is put into the appropriate format. 
The format is presented to the University Administration in totals 
pf — ^Salaries and Wages, Supplies, Capital and Library Materials. 
^ Once the allocation of funds is determined at budget time any re- 
allocation of funds thereafter requires^ special approval from the 
Provost's Office. Any change requires an appropriate justification 
on the part of the Director of Libraries and Audio-Visual Center. 
U. Each year in the spring, after the Director of Libraries and Audio- . 
Visual Center has presented the budget for consideration, a formal 
meeting is set up with the President of the University to review 
the budget. At this time the Director has the opportunity to 
make comments, special requests and generally discuss the funding 
for the Libreiries and Audio-Visual Center. In many instances 
Director is called on to justify his actions resulting from the 
allocation of funds. 
After the formal budget presentation, the budget is presented to the Board 
of Trustees of the University for final approval. 

At ,this point the cycle of budgeting begins anew with preliminary budgets ' 
and plans for the coming years. 
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PURDUE UNIVERSITY 
DECISION ELEMENT 

Fiscal Year 



/ / New Function 

/ / Function Expansion or Improvement 



Libraries/AVC 



School or Area 
Reader Services 



Department 

1^30 

Department No, 

6 



Element No. 



Category Major No. 



I. SUMMARY 
' A. C^iftpus Libraries Courier Service 



Sub No, 



Brief Name of Request 
B. PRICRITY 73-7^ 



Year 



C. APPROVAL 



Department Priority No, 
9/1^/72 



School or Unit Priority No, 



Dean or Director 
Signature 



9/16/72 
Date 



Dept. Head Signature -Date 

II. DESCRIPTIC»[ AND JUSTIFICATION 

Describe the nature and p\irpose of the request with particular emphasis on how it 
^ relates to your mission. Indicate both tangible and intangible benefits and outputs 
anticipated. Enumerate alternatives considered and the criteria used in the selection 
of this alternative. Identify any contingencies that may be present (legislation, 
matcMng fun^p^ etc.). Attach additional sheets if needed. 

The effectiveness of a libraries system is dependent in part on its ability to 
^ deploy materials where they will do the most good at the time they are needed. The 
libraries on the Lafayette campus together hold an outstanding collection of 
materials in agriculture, the sciences, and engineering but access to these 
materials is uneven because of scattered locations around the campus, inadequate 
library quarters, limited staffing, etc. 

As a means of making better use of the materials that are available it 
is proposed that a courier service be established to provide frequent and rapid 
delivery of materials between the libraries on the Lafayette campus, including 
the 9th street warehouse. 

Duplication of materials is a partial alternative, but it is clear that 
there cannot be unlimited duplication to meet every demand. It is also 
apparent that increasing use will hc-'^e to be made of storage spaces wherever 
available. 

Funding for a .5OFTE position on a non-recurring basis was granted for 
1972-75. It is requested that this position be funded full-time on a recurring 
basis beginning with 1975-7^. A half-time position will permit only parti^al 
implementation of a pick up and delivery service among the 29 libraries in the 
system as well as additional locations in academic buildings and residence hall 
^ locations . 
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tXI, PERSONKEL 



I } 

Sunimarlze the duties, responsibilities and salazx^ each staff addition. Iiidi-- 
cat^e if positions are academic or fiscal year appointments. The total' detailed below 
must agree with each of the personnel categories listed on Page U. Assume no saleiry 
Increaaes traai year to year, show only additional positions among the years. 

Truck Driver 

Operate truck for rapid courier service between librauries, and other 
locations. Is responsible for security of materials handled. 

Fiscal year appointment ^2kO 



SUPPLIES AND EXPENSE 

Additional funds requested for supply and expense items should be explained and 
related to specific needs, i.e. Increased laboratory supplies for increased enroll- 
ments, transportation, equipment repair, communications, etc. The total must agree 
with the Supplies and Expense total shown on Page 

^ Equipment operation and malntencmce 



V. CAPITAL 

Capital equipment items should be listed below and their total must agree with 
the Capital Category total shown on Page 
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OTHER SUPPORT 



Include in this section additional funds requested for Library, A/V Center, Compu- 
ter and other support services. Total must agree with Others Support total on Page U. 



VII. SPACE REQUIREMENTS 

List below in the following categories space needs associated with this request: 

A. Change in use required of space assigned to department but no remodeling 
required. Identify rocin3. * 

B. Alteration of assigned space required. Describe and identify rooms^ 

C. Additional space required other than that which is assigned. 

' At a minimum you should consider your space needs 'for classrooms^ teaching 
laboratories, research laboratories and offices. Your requests in categories A, 
B and C must be cleaned through Schedules and Space. Additionally, space requests 
for the Immediate budget year must be supported by Hiysical Plant estimates. Total 
of space costs must agree with Space Category total listed on Page 



VIII. FWroiNG SOURCES 

Please indicate all dburces of funding (including departmental) for the request. 
If matching is involved describe the arrangement . Anticipated users of Reserves 
should be identified. Include income estimates if appropriate. Gift, grant or 
contract arrangements should be shown. Indicate any obligations that are assumed by 
acceptance of outside funds. List total of this section on Page U. 



IX. MINIMUM^ FUNDS REQUIRED t 

If not fully funded, what would be the minimum amount required to undertake the 
requested activity? 
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CHAPTER V 



tAnA&BENT INFORMATION 



ThlB chapter is based on the report of the Task Force on Manageaent Infor- 
natlon. MeaberBhlp of the Task Force was W. Corya, J. M. Houkes, D. Moses, 
M. Skinner and D. TolUrer. 



ERIC 



•INTRODUCTION 



Management Information has been defined as the process of securing and 
analyzing information on library activities that is required for management 
control* The function of Man^i^ement Informati9n is to support the library 
manager in making necessary decisions. 

Management information must serve policy making management at the top 
level and operating management at the middle level of the organisation for 
purposes of, respectively, devising future plans and controlliJiig-^ day-to-day 
operations. 

These levels eore defined by Anthony as strategic planning and meinagement 
. control . y r ' 



Strategic planning, is the process of deciding on objectives 
of the organization, on changes in these objectives, on the 
\ resources used to attain these objectives, and on the poll-- 

cles that are to govern the acquisition, use, and disposition 
of these resources. 

\ Management control is the process by vhich managers assure 

: . thAt t^BOurces are obtained and used effectively and effl- ^ 
ciently in the accomplishment of the organization's objec- 
tives.* 

s . , , ■ -. 

' i ■ . . 

BACKGROUND ' 

' ' 7 ■ . ■ 

Concern for accountability in education' has been y eflected at all levels; . 
local, state, and nationally through many program^, articles, and reports. 
The' Carnegie Commisalon'B report entitled The Fourth Revolution affords an 
excellent example of national concern ahd future trends In higher educjaitidn. 
This report provides emphasis , and outlines philosophy! arid programs required 
to maintain quality in higher education through the coning yeard. The State 
of Indiana recently, formed a Commission for Higher Education t6 plan and 
coordinate state-wide developments among the* public- supported state institu- 
tions. Purdue, lead by a nev Presidenr and administration, Including a nev 
Director of tibraries/AVC, currently is Examining several alternatives to 
meeting its mission and on-going programs. Thus, these forces have greatly 
enhanced the .potential and need fot using management Infonnation effectively 
in" the coming years within the Purdur Uni versify Libraries/A VC . 

Currently, much lofonnation is collected within the Librarles/AVC . How- 
ever, the value and use of this information is sometimes spotty and limited. 
This is noti to infer that information is nat consciously collected: and reviewed, 
but rather ^hat 'specifie management* goals are net the basis for which stRtlistics 
hav« been kept'. Much of what currently is Collected is based oji programs. 



♦Robert N. Anthony, Planning and Control Systems : A Framework for 
Analysis , Haarvard, 1965- 
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policies, and procedures of past administrations when the University was 
undergoing a period of great growth and, quite naturally, W^s beset with 
problems and priorities unlike thos^ faced today. Annual reports containing 
quantity countS| i.e., materials checked out, in-library u&age, patrons 
entering or lea^ying, etc., along with. narrative descriptions of services 
provided and the quality thereof were quite sufficient to Justify and 
support future budgetary requests. 

The Libraries/AVC is very susceptible to cutside stimulus. Strong cri- 
ticism has been launched from most every corner of the campus-- weaknesses in 
subject collections; inability to respond to specific requests.; indifference 
of personnel; inadequate facilities; processing lags; circulation problems; 
etc. Internally, appropriate information is not readily ^available in the 
following areas: 

1. Statistics and information about users--whc are they, their habits, 
what they use, etc. 

2. Staj^istics about the use of the collections. 

5. Work load and work flow jneasurements, output statistics, and perfor- 
mance standards. 

^. Required resources for accomplishing certain library tasks and 
services.. 

5. Equipment allocation, depreciation, and replacement decisions. 

These areas deal primarily with budget^ policy, personnel, and planniag* 
Management decisions considering proposed changes in programs or policy are- 
becoming increasingly more difficult to Justify without strong statistical 
Sestlmates, or even exact data reflecting cost-effectiveneas, the demand for 
and use of services, the productivity of staff, etc. Further, several^ alter- 
natives must be .examined as each potential program or policy is weighed. In 
view of budgetary Constraints and pressures^ a new emphasis is placed on the 
Tided for management information. The development of an information system 
is a more or less continuous process from the time th&t it is first con- 
ceived until it is in operation. The emphasis now is to assess present methods 
of data collection, evaluate its usefulness in terms of today's needs and 
project future requirements . 

l!he f ask Force tried to determine what management information was being / 
collected in the Purdue University Libraries/AVC and how it was being used, 
by the various administrators and supervisors. 5tl© first effort consisted 
of developitfig the questionnaire found in Appendix A. Thi6 Questionnaire 
was given to all members of Libraries/AVC Administrative Committee plus two • 
key personnel in staff positions . A week later, the Task ^'orce held a meet.- 
ing with this grpup with the following results. Apparesitly the r^sponder+s. . 
found the questionnaire to be either unclear, too broad, or unanswerable. 
In any case, the most productive finding of the meeting was that this parti- 
cular approach and questionnaire simply did not work with these individuals 
and these circumstances* 
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^ A ' second questionaalre (fouhd in Appendix B) was developed and distri- 
buted to 15 "key" administrative personnel in the Purdue Libraries/AVC A AAA 
As can be seen, the second questionnaire approached the management lirforma- "vVU 
tion problem directly. Hovever, with the response from this questionnaire, 
plus a few additional informal interviews, it was possible to make some. major 
inference^ about management information, its use, and potential use in the ' 
management of th^ Purdue Libraries/AVC. These inferences, conclusions, and 
recommendations are found on the. pages which follow. 
FIAHHIHQ 

The Libraries/AVC has no organized means of seottring the necessary infozma- 
tlon to support an effeetlTe planning prograa or even to monitor existing policies 
and procedures* Therefore, the Task Force recoaaended that a central planning 
office be established for the purpose of Initiating and coordinating the gathering. 
Indexing, and dlsseslnatlng of Management Infomatlon reports and studies* It 
further re c o —f nded this office should be responsible fbr analyzing and Interpreting 
data, Information, and trends* 

The Study Tesm, vhlSa synpathetlc to this reeoHiendation, felt that It would' 
need to be seen In the Uf^t of the recMnendatlons In chapter III: Planning* 
The Study Teip believes that a 1 supervisors should be Involred In a fonaal 
plahnlog process especially vlth respect to their om unit* A planning office, 
^ should, therefore, be concerning irlth the coordination and. If need be, the 
Initiation of plans* Since manageasnt Infomatlon should be related io stra- 
tegic planning and management control, the role of the planning office with respetct 
to manSgement Information ought also to be prlauirlly concerned vlth the coordina- 
tion and. If need be, initiation of mansgement Informs tlon* 

FIMAHCIAL ACCOURTING AND CONTROL 

Decisions concerning programs, policies, priorities, and even procedural 
changes generally are influenced heavily (and often unduly so) by the impact 
tl^S'^iparticular' change will have or might have on the budget. Allocations 
for the futipre depend heavily on vhat vas done in the past, thus often stifling 
chahges in prioritieB. Depreciating out equipment is unheard of and priorities 
for replacing or adding capital equipment do not exist. Fiscal reports are 
conanon yet they may not be meaninc'^'TLL to all who feel they need such data. 
The usefulness of such reports 1b often reduced due to lag time betveen the 
date a report vas published and the need for current data.^^ Fiscal reports 
should be generated on a regular basis and supplied to minagement for revleV 
and control. Programs, policies, and other priorities should dictate budget. - 
' ' Allocations should be based On cost effective priorities and past performances' 
rather than external or internal influences. ^ 



FLOW Of LIHRART MATERIALS 

Of concern here are processing actirlties, acfaedulas and time require- 
ments, back logs, throu^ puts In each area, Isbor costs for each actlrlty, 
and aliased time. Otbor than .elapsed time ami throuie^ puts In some areas, 
Uttla la knovn aibout tha fim of library materials throu^ the Technical 
Strrlees Dlrlslon. Qoaftlona remain concerning tha selection of rendors, 
pifbUaher output, nimi>ar aad type of ToltMs vhloh Ukaly irlll be added, 
atatua of orders, etc. An effort staould be made to detexmlna and gather Infor- 
mation uhlch wuld focus on policies and procedures uhlch may be effecting 
the efficiency of tha system. Also, a system should be dereloped nhereby the 
atatua of any given order la readily arallALe at any time. The relationships, 
rol^B, and objactlTea of the Tarlous units irlthln the Technical Services 
DlTlsloi) should be clarified In order to establish batter coaninlcatlon and 
continuity of aerrlcea. 



PROFILES OF THE USER rOP ULATIOi^ 

Major questions coneurning the demand for materials and services, the 
usage of materials and services, and specific strengths and weaknesses of 
various collections reniin unanswered. Worse yet, these questions cannot 
be answered until, major shifts are mcide in the gathering of management infor- 
mation. Currently, much irrelevant duta is gathered while relevant data 
remains uncollected. Questions concerning when to or when not to duplicaite 
materials cannot be easily aqsi/ered. Thus, the cost effectiveness of various 
collections, services, and staffing -patterns are nearly unanswerable without 
either a major study or determination of appropriate changes in. the collecting 
of appropriate information;/ Management information nee^^ should be determined 
which in turn would establish staffing patterns that are cost effective and 
yet meet demands for service. Collection strengths should be described along 
with the demand for materials, upage of materials, and user profiles. We 
should develop the capability and the habit of predicting likely outcomes 
of various altemativ^s concerning collection development, staffing, and . 
patterns of service. 

' There is c'"Vy expectatioi> that the new circulation system currently in 
the Overview Study phase by the Systers Unit i^ill provide a hlch percentage ' 
o^ the needed information concerning collection use and user demands. Oener- 
atfon and availability of management information of this type is to be one 
of the prime consideration3 in the eventual design of the new circulation 
system. 



PERSOKNEL 

The personnel Office generates mnagement information through the aocumula- 
tion of data concerned v/ith selection, transfer, promotion, salary, and work 
performance of library personnel. A report of statistical activity regarding 
the number of hires and terminations by category is prepared on an annual 
basis. But, there is little evidence that information is formally generated 
to management concerning staff turnover and job satisfaction. Regarding staff 
attitudes, the tcsk force generally ^ cjreed that there appears to be a lack of 
"ini^ut" expressing staff attitude* and morale. This may be due in part, to 
reluctance on the part of the employee to jrelate personal opinions for. fear 
of reprisal or punitive auction, but this is not uncommon since it is a natural 
tendency for employeer to cast a wary eye toward management. Management infor- 
mation about employee attitudes can be valu?.ble and should be encouraged. 
Improving work floi; and identifying V.:proved methods of operation wlthlp ^ 
individual units and between units might.be better realized through employee 
involvement. 

The personnel office should be responsible for providing information on 
^hose aspects of operations which ar^ concerned with the relationship of 
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managOBent to employeeB. Programs should be developed to determine and assess 
staff perfomumce euid productivity* The staff should be encburaged to evaluate 
the training programs axKl the needs for revision of existing programs eir the 
addition of new programs. By so doings an Infoxmatlon base could be established 
.vhereby staff strengths axKl weaknesses could be assessed. Thusy infonnatlon 
should be readily available concerning productivity ^ employee turnover ^ effi* 
ciency^^and Job satlsfactipn. 

^ 5 ■ ' ' 

SUMMARY . 

In suomaryy the Task Force on Management mformatlon identified and examined 
the various types of management information available in the Libraries/AVCy and ^ 
attsBpted to assess its general Impact on decision making and problem solving* 
The Task Porce quickly learned that identifying the manner in which currently 
availiible management information is actually used in the Llbraries/AVC vas a 
next to impossible Job. The Libraries/AVC Administration is thiziklng abbut the 
information needed, to make long and short range decisions ^ how it should be made 
available to the decision maker, and how it should be used in making the final 
decisions. 

Aljwst everyone questioned agreed that decisions are made^ aU^he tisie 
using information 9 but no one could identify any system describing how it is 
done, nie only concrete answer obtained from the- various interviews conducted 
by the Task Force, was the identification of certain areas where appropriate 
management information seemed to be lacking. It is relatively easy to decide 
to collect a certain piece of information and^begin to generatsi long li^ts of ' 
statistics, but identifying the appropriate information to be collected and 
determining how it can best be used in ^he decision mak3^ process is the really 
difficult part. It is in this latter are8> where confusion restLLts in the 
Libraries/AVC. 

Certainly this confusion demands that general areas of needed information 
be Identified as esseritlal to the planning, control, and coordination of the 
Purd\ie Libraries/AVC. It must also be determined how this information is to 
be used in the decision making process, and its relative importance in the 
final decisions. It is believed that if this and various other more specific 
recooMndations Included in this report are encouraged and implemented, thfn 
the Purdue Libraries/AVC is well on its way toward a coordinated long range 
managssMnt information system. 
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RECOtfffiWCATIONS 

The Study Teas makes the foUotrlng re commff nil at Ions vith respect to Manage- 
ment InfozttLtlpn* 

k6. ApproprijBite Information In the folloving areas is not adequate. Needed In- 
fomation should be identified and collection liBplemented. 
4« Statistics and information about users and poteirtial users— >vho they are, 

their habits , what they use, levels of satisfaction , etc« 
b. Statistics about the use of the collections as a, basis for allocation 

of resources^ discarding^ replacement, storage, etc. 
c*" Work load and nork flov measurements , output statistic and perfozi&ance 

standards* 

d« Required resources for accompliilhing certain library tasks and services* 
e«. Xqulpoent allocation, depreciation, bM replacement decisions. 

A central planning office should be created to handle all aspects of manage- 
ment information and to organize an efficient system for analysis. 

^9* Lag tli^s in reporting accoxmting and financial information should be shortened. 

U8. Inl^owatlon should be<Yesilily available concerning the status of a!ny order 
trtm selection until the materials are syallsible for use. 

96. Infoxmation concerning the cost -effectiveness of various alternatives In 
staffing, materials, purchasing, services, ete., should be made readily 
available. Major study is indicated here. ^ 

' 67* More infomation riieuld be collected and made available concerning staff 
moral*, attitudes, productivity, strengths, weaknesses, relationships, 
and turnover. 

kk. Basic general areas of needed Information should be specifically identified 
and bcith the need for the Information and hov it can be supplied and used 
in decision making should be studied* 

Standards and ''indexes'' should be developed for decision making information* 



Related reconendatlons in other chapters include: 

(^7) The termination interview shoiLLd cohtinue to be an Integral part of the 
termination procedure. Data so collected should be evaluated to Identify 
trouble spots and recotmaendations for Improvenent made* (Personnel) 

(^0) The accounting procedures for the purchase of siibscriptions and co/itlnua- 
tlons should be studied and revised so that clearer and more detailed 
reports vould be available* (Budgeting) 
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APPENDIX I 
MPiNAaEMENT INFORMATION 

1. Vrtwit management information do you have at your disposal? 
a» Fiscal control reports? 

b. Statistical reports on patterns of library use? 

c. Work measurement or production reports from technical services? 

d. Personnel files? 

e* University vide policies and procedures vhich are available? 

2* Hou is' current management Information reported to you? E«g,, written 
reports, informal oral reports, regular, as needed, etc. 

a. Fiscal control reports? 

b^ Statistical reports on patterns of library use? 

c. Work measurement or production reports from technical services?- 

d. Personnel files? 

e. University vide policies and procedures which are available? 
5» V/hat management information do you definitely need? 

a. Fiscal control reports? 

b. Statistical reports on patterns of library use? 

c. Work measurement *br production reports from technical services?, 

d. Personnel* files? 

e. University wide policies and procedures which are available? 

4, What management information gathering would you like^to discontinue? 

a-i Fiscal control reports? 

b. Statistical reports on patterns of library use? - 

c. Work measurement or production reports from technical services? 
d; ^rsonnel files? 

e/ University wide policies and procedures which are available? 

; 

- J 

5« What management information (which you definitely need) would you gather 
on a regular basis? 

a. Fiscal control reports? a 

b. Statistical reports on patterns of library use? 

c. Work measurement or production reports from technical services? 

d. Personnel files? 

e» University wide policies and procedures which are available? 

6* \/hat management information (which you definitely need) would you gather 
on a temporary or occasional basis? 

a. Fiscal control reports? 

b. Statistical reports on patterns of library use? 
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Work measurement or production reports from techniceLL services? 

d. Personnel files? 

e. University wide policies and procedures which are available? 

Do you request management ^. ormation from all personnel Involved in a 
given activity, about which you are tryirg to learn, or does a sampling 
procedure suffice? 

Fiscal control reports? 

b. Statistical reports on patterns of library use? 

c. Work measurement or production reports from technical services? 

d. Personnel files? 

e* University wide policies and procedures which are available? 

6. vnmt iB the current flow of management information? Upward? Downward? 
Lateral? 

a. Fiscal control reports? ^ 

b. Statistical reports on patterns of library use? 
c* Work measurement or production reports from technical services? 

d. Personnel files? 

e. University wide policies and procedures which are available? 

9* Currerltly^ what personnel are involved In; 

a* requesting management information? 

b« gathering management infoimation? 

c# compiling management information? 

d. interpreting management information? 

10. Ideally > who should be involved in: 

a* requesting management information? . 

b. gathering inanagement' Information? 

c. compiling management information? 

d. interpreting manfitgonent information? 

11 • V/ho should not be; involved in: 

a* requesting management Information? 

b« gathering management infoijaiatlon? 

c. compiling management information? 

d. interpreting management information? 

12. How is management Information which you receive used? What is its impact? 
a« Fiscal control reports? 

b. Statistical reports on patterns of library use? 

c • Work Ineasurement or prpduction reports from technical services? 

d. Personnel files? 

e. University wide policies and procedures which are available? 
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13 • Who do you feel should be using management information? 

a. Fiscal control reports? 

b. Statistical reports on patterns of library use? 

c. V/ork n^easurement or production reports from technical services? 

d. Persohnel files? ^ 

e. University vide policies and procedures which are available? 

lk» Currently, who uses lumagement information? 

a. FiscaLI control reports? ' 

b. Statistical reports on patterns of library use? 

c. Work measurement or production reports from technical services? 

d. Personnel files? T 

e. University wide policies and procedures which are available? 

15. What percentct^e of your decision making do you estimate to be based on 
quantitative management informatior> as opposed to qualitative? 
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CHAPTER VI ■ 



POLICnS; FORMULATION AND USE 

■\ 

This chapter is based on the report of the Task Force on. the Formulation and 
use of Policies. Meinbership of the Task Force was M. Bailey, ClfSirperson; A. 
Dorsett; D. Ferris; and C. Snow. 

The following working definition of the word '•policy" ha^ been .used: 

"A policy is a generalized, theoretical statement, often explaining 
why something should be done, i.e., the Gifts and Exchange policy." 

This is different from an operation, which is how something should be done, such 
as: what forms to use and how to record the information on forms. Policies axe 
used as a guide to individuals concerning the proper course of action to choose . 
in various circumstances. ^ 

/ 

In the preparation of its report, the Task Force proceeded as follows: 

-The Task Force examined the literature mentioned in the manual and 
studied the ARL Occasional Paper'^2 "Library Policies.*^ They used the 
Occasional Paper in preference to the manual in their study because 
the Occasional Paper is more consistent and easy to follow. 

-They formulated the questionnaire^ (which is reproduced as Appendix I 
of this chapter) and distributed it. 

-They examined the results that were received and drafted this Chapter. 
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The Purdue University Libraries/Audio -Visual Center have operated ^or a ounlber 
of years with a minimuin of written policies. Policies whi6h are formulated 
should be very broad in scope* Policies should not become "letter of the law 
performance"; they should be creative and imaginative. Several people , espe- 
cially those on the administrative level, n^eritloned that a problem with written 
policies is that they become to flexible and require constant revision*. 

The Task Fbrce on Policy conducted a survey of hj people. The s\xivey group was 
composed of members of. the Administr' Ive Committee unit heads ^ school and 
departaaental librarians , and 20 staff members. The Task Force wanted to ascer-^ 
tain irtiether or not the staff members might. have a differen*^ view of policies 
than the administrators , the \2xd.t heads , and the professional librarians. (A 
copy of the Questionnaire is given as Appendix I.) 

Our general observation of the* results of the survey Indicates that the Librar- 
ies/A\idio«Vi8ual Center lacks written policies in most area^. Those policies 
which do exist often pre found scattered in minutes of the faculty meetings , 
Administrative Council, or unit heads. Memo's from the Director or one of the 
Assistant Directors or procedures manuals in various units and departments 
may l9$ly policies. For example, a memo from the Director of Rcf^ers Services 
concerning staffing for Labor Day may imply that the Libraries/Audio-Visual Center 
has a policy of laying open any day that classes are in session or tests are 
being given. Another example is that the Cost Study of 1971 includes a state- 
ment of objective for each unit, thus implying a policy for the relationship 
among all areas of the Libraries/Audio-Visual Center. 

The bulk of the- written policies which were mentioned or submitted (see Appendix 
II) involved rather narrow or specific policies idiich often bordered on proce- 
dures. Most policies cover items such as liours of service, }josn policies, iden- 
tification of borrowers^ or^gring^ gifts, reserve book room, etc. Few of them 
art broad statements oo which narrower policies or procedures may be based. 

The consensus was that the coniminication of policies, both written and unwritten 
was a problem (Appendix I questions lib and 19) • People become aware of un- 
'written policies in other areas that might affect their own operations by chance, 
by running into a problem, by complaints from patrons, etc. Many responders 
mentioned tJbat policies should be communicated to all affected groups, includ- 
ing st€rff , /faculty, students, etc. 

Most responders asked for one central resource for written polcies (question 19). 

Many replies included lists of areas which people thought had written or un- 
writeen policies. These lists should be checked by a future committee to de- 
termine whether policies actually exist. 

/There was a general agreement (question 7) that the unit heads or department 
heads iirfere formulating the written policies. The unwritten policies (question 
13) are devised equally by unit heads, supervisors, and staff members. 
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The majority of the areas Rxxrveyed used unwritten policiee in-their operations 
(question Bo). Most people favored written over unwritten policies (question 10). 
Although people were vague about unwritten policies in areas outside their own, 
many suggestions were given for unwritten policies vhich people feel are needed 
(question 11a). The Task Force prepared a list of these unwritten policies for 
a future committee to examine (Appendix III). 

Since iinwritten policies often' are vague and subject to frequent change, few people 
8\iggested specific iinwritten policies that should be. reviewed, revised, updated, or 
discarded (questions 12 and 14). It is not known how well un%fritten statements co- 
incide with written statements (question 15). 

There was a split answer between "yes" and don't know" on whether policies were 
enforced equally in all* areas (question l6)» Most credited this to varying inter- 
pretations by supervisors or \mit heads. 

On the question of whether policies favor one type of client over another (question 
17V the professional librarians tended to say that faculty and staff received pre- 
ferential treatment while nonprofessional staff often replied "no". The reason 
miy be that faculty and staff go directly to the librarian with special requests , 
rather than stopping at the circulation desk first. Perhaps all employees are 
not aware of this favoritism. 

Analysis of Policies 

^ - \ 

An examination of the policies mentioned or submitted (Appendix Jl & III) indicates 
that in the area of University personnel policies there is the most coverage. In 
general, the Libraries/AVC conforms to ths University policies as presented in the 
BUSINESS PROCEDURE MANUAL (thefi) official University policy cooapendium) , YOU^ AND PURDUE 
(for clerical and service employees), the FACULTY HANDBOOK, and EXEfltUTIVE MEMOS. The 
Libraries/AVC faculty itseLT has a constitution and a promotions policy. However, 
many areas still need to be covered by some broad general statements; for example, 
developing the staff resources, such as Status and role of the professional librar- 
ians and the development of the support staff. A few complaints were mentioned, 
such as coffee breaks and time' off for classes; these were subject to broad inter- 
pretation by supervisors and department heads. One person mentioned that the 
employee should have the right to. review his own personnel file. 

Hie entire area of the Libraries/AVC relationship with the ,teaching departments 
is virtually untouched. There is nothing to define the role of the Libraries/AVC 
in the instructional and reseeurch activities of the University. The role of the 
departmental or school librarian or subject specialist in the departments with 
which he works is undefined and subject to unrestricted interpretation. Should 
the Board of Trustees approve new degree programs without an evaluation of the 
collections available or without provision for funds to build collections. Should 
the Libraries/AVC supply space, equipment, textbooks, programmed instruction work- 
books, etc., for the tutoring programs such as that of Black Cultural Center. 
Should the departmental libraries purchase the 20 cassette recorders reqtxired for 
a mini course or should the instructional department? Should the departmental 
libraries spend library funds for bopks, journals, etc., to be used exclusively 
on a research project on which 6 graduate research asaistants are receiving funds, 
or should the instructional department? These and many other questions eaiuiot be 
answered until some policies are promulgated. 
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The Llbraries/AVC lacks a clear definition of \rtxich departmentcd liti'apy is 
responsible for irtiich.subjects. T!he Approval Plan provides for assigning bopks 
baaed on the class schedules of the Instructional departments. Utie research 
projects 9 the interdisciplinary programs and areas such as higher education or 
histwy of science defy subject assignment. l!he lack of a clear policy on the 
ordering, cataloging, and storage of audio-visual material results in a multi«> 
plielty of overlapping systems on campus. T!be role of the Librarles/AVC 
faculty in the selection of mate!irlal and, the control of the budget, compared 
to that of the teaching f acuity, is ftzzzy in most situations. !Zbis is a very 
contxtyversiidL area Which requirei additional attention* 

The priority for sEvailability of 'the collections is another problem. What level 
of reference service should be offered? Should the staff meniber find the aasver 
fbr the student or show him hov to find it? Should there be a central refemce 
desk in the General Library staffed at all times by subject specialists^ and pro- 
fessionals 7 Should there be special consideration for books for class reserve? 
Should the interlibrary loan service be esctended to undergraduates? ^ ^ " 

TbB interinstitutional program for the State luiversities in Indiana is fairly 
veil defined. The pcoposed neir Cooperative Bibliographical Center for Indiana 
Libraries may require nev consideration of policies. 

The Task Force on Policy recoomends that a regular program be initiated for pre- 
paring, discussing, recording, distributing, publicising, and revieirlng policies. 
There should be established a policy manual or policy file under the responsibility 
of OM person idio prepares, «u]^t^ and distributes policies. The person should 
be in n administrative position, such a person in charge of planning, policy, 
eto. A policy revlev coimittee ireruld act as an advlsoxy group of system vide 
policy. The coamlttee could be composed of ? to 7 msBbers representing all 
levels of stjpff and representing all areas of the Libraries/AVC# Otiere should 
be prior input from students, faculty, and all levels of staff; fozunlation of 
the policy; meetings to discuss it; rewriting; eonamication to all affected 
groups; publicity ^through staff pablications' or other methods; foUov-up that 
the policy was being. used; and a review of policies on a systematic basis. iHie 
procedures and formats described in the ARL Occasional Paper IR>« 2 ^'Library 
Policies" could be adopted as a guide. Similar procedures vere recommended by 
thos people responding to oxir survey. 
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REC0MME!fDATI0N3 

After reviewing the Report of the Task Force on the Formulation and Use of 
Policies in relation to other reports and comments ^ the Stud} Team makes the 
foUovlng recoMondatlons, 

51* Itie Sttxdy Team reconmendis that 

a« Policies should be icrltten and include a statement of purpose 
b# Policies should be rerlewed regularly 

c. Policy paklng shoiad involTe aU levels of the Libr&riea/AVC staff 
amd due consideration of the users 

d« Policies should be coordinated in some manner as to encourage consistency* 
For example: Circulation policies should be examined with a vlev to 
making them more consistent and adaptable to patterns of demand. 

52. There should be a policy manual or file. A person should be in charge 

of this file 9 to assist people In finding items. . ^ 

53» Itoere should be a program for preparing, discusslngy recording, distributing, 
publicizing^ and revieirlng policies^ The policies should be revleved on an 
amroal basis to ensure that they reflect thiS range and type of serlrlces the 
Llbribies/AYC should be providing. 

5^* The procedures and formats described in the ARL Oceasional Paper No. 2 
'Library Policies* could be adopted as a guide. 

55* Whereas the responsibility for policy making lies with the Director , irho 
in any case has the right to delegate, refer^ and seek advice, the Study 
Team recosniends the creation of a policy review committee with two roles: 

a. flie body to vfaich policies normally could b'e referred for contt^nt; 

b. A geheral responsibility to review and o|fer advice on policy. ^ 

56. There should be input from stiidents and facility as well as all levels of 
staff. 

My 

?7* Supervisors should make every attempt to keep rules uniform. When this is 
impossible or impractical^ exceptions should be made in such a manner that 
it does not make the supervisee *lose face*. 
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Siiggeitad list of Prlorltlea for Policies 

Tbe^^NLSk Force on^Pbllcy stiggested the foUovlog list of priorities for undertaking 
a study of policies. The policies thenselTes are copied, almost In entirlty, from 
ARL Occasional. Paper No. 2 "Library Policies", pages 21-35.*^ 

I. mstructlon 

1. Library support for university Instructional programs— materials, facilities, 
sex-vices 

2. Magnitude and proportion of resources allDeated«««iaterlals, facilities, 
services 

Bole and relatlonohlp of the library In instructional programs 

4. Priority of library support fbr Instructional programs of the university 

II. Relationship among the Llbrarles/AVC Administration, the school or departmental 
libraries, and the schools and departments with nhich they are concerned. 

III. Overall management considerations ^^^^^ 

1. Administrative and norking relationships within the university 

2. Library governance 

3. Stewardship and utilisation of limited resources 
\. Conparative. relationships with other libraries 

IV. Staff resources 

1. Organisation of human resources 

2. Categories of capabilities 

3. Provision of specialized skills 
Status azxl role of librarian 

5. Development of staff 

y. Access to services and materials 

1. Clientele to be served and priorities 

2. Prevision and organization of physical facilties 
User orientation, interpretation and instruction 
Departauintal libraries and branch libraries 

3« Ptiblic service obligation 

6. Service attitudes and posture 
7* Scope and extent of services 

TC. Collections 

1. Scope ^ dipth and organization of general collection . ^ 

2. T^pes of materials to be provided and nlalntained 

3. Responsibility for selection decisions 
Involvement of faculty in development of collections* 

5. Relation obf collections to the university instructional and research programs 

6. Cosmnmication of collection policies to faculty 

7. Preservation, retirement, replacement - and duplication of materials ' 

8. Size and proportion of resources allocated 

9. Priority of library activities in this area 

VII. Research ^ - 

1. Library support for the university research programs-'^uateilals, facilities, 
services 

2. Magnitude and proportion of library resources allocated-Hnaterials , facilities, 
services. 

3. Role and relationship of library in attracting research programs and supporting 
them . ; 

\. Prior it;*' of library support for university research 

*f Webster, Duane E. Library policies: analysis formulatloff and use In acadeklc ^ 
institutions. (Office of University Library Management Studies Occasional Papers, 
Washington, D. C, Association of Research Libraries. 1972. 

ERIC , , 
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APPENDIX I AhflA^fl 
Policy Ciuestionnaire vUUv7» 



A. written 



1. Do you have any vrittcn policy statements governing your area of operation? 

Yea No Don't Know 

If yeS; please attach a copy to your response. 

2« Do you know of other areas that have written policy statements? 

Yes No Don't Knovr 

If yes, please list the areas. 

3. Do you know of any areas within your operation that you feel should have written 
policy statements? 

Yes No Don't Know 

Please list, if any. 

4, ^^Considering the totiaJ. library system, can you think of areas that you feel should 
be governed by written policy statements? 

Yes No Don't Know 

If yes, please list. 

5« Are there any written policy statements that you feel shoul(J be reviewed, revised 
updatedQ.or discarded? 

Tes ' No Doa*t Know 

If yes, list being as specific as possible, 

6, To your knowledge are these written policy statements consistent with each other? 
Yes No 2 Don't Know 

7. Vho is xxsually responsible for formulating written policies? 
B.. Uttwritten 

8a, Doss your area operate vmder any unwritten policy statements? 
Yes No Don^t Know 

If yes, please state the policy and 'sejid with your response. 

. 8b« If yes, how are these policy statements communicated to those working ii-. your 
area? ^ « 

9* Do you know of an^^ other areas thct operate under unwritten policy statements? 
Yes No Don't Know 

10, Do you feel =there are areas within your operation that would better be covered 
by unwritten policy statements? 

Yes No Don't Know 

If so, please list and state reasons. 

Ua; In the total library system, what areas sho\ild have at least unwritten policies? 
Please list* 

•lib. How do you learn of unwritten policies, created in other areas? 
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12. Arc there any unwritten policies knou'n to you that should be revicvedy revised^ 
updated, or discarded? Be as specific as possible. 
Yes No Don't Know 

15. Who is usually responsible for fornruiAting unwritten policies^ 

C. General 

llf. Are any written or unwritten policies ever subject to frequent change or indi- 
vidual interpretation? 

Yes No Pon^t Know 

Please explain and be as specific as possible. 

15« Are these unwritten policy statements consistent with written stateiaents? 

2£. Are policies enforced in some areas and ignored in other areas? 

Yea No Don • t Know 

If so, Why? 

!?• Do fioae policies favor one type, of elient over another? Please list. 
Yes No Don't Know ^ 

l8« Should a ix>licy be established to review policies on a systematic basis? 
Yes No J ^ Don't Know 

19. What mechanisms should be employed to implement policies? 

20. Are there other persons to whom you think this questionnaire should be sent? 
Yes ^ No Don't Knc^w 

LIST. 
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APPENDIX n 



ITEMS SUBMITTED OR MENTIONED AS 
\VRITTEN POLICIES 



ADMIKISTRATIOTJ 



Personnel rest periods 
Automation management corcmittee 
Applying for a faculty vacancy 
News items 

Distribution of copies 

Thesis office to Readers Services Division 
Travel reports 
Travel regulations 

University Library Coirjnittee - Assignment 
of study carrels, General Library 

YOU AND PURDUE: Handbook for clerical and 
service staff 

Faculty Hajidbook 

"Promotions Policy for the Libraries and 
Audio-Visual Center 'Faculty'" rev. 

Policy and Procedure Memorandum 

1 



11/ 3/72 
lD/ll/72 
10/18/72 
1/25/72 
3/10/72 
5/24/72 
7/27/72 

8/ 1/70 

1971 
1972-73 

7/19/72 



Uncataloged Purdue doctcrfi' theses: initial routing* and recordi ' 10/21/^4 
2. Public information and directional signs: General Lll)rary II/18/5U 
5. Newspaper and periodical publicity appointments^ promotions and 

terminations. 2/22/56 
U, Miscellaneous supplies." V16/56 ^ 

AUDIO-VISUAL CENTER 

Scheduling, film library collection, acquisitions, viewing and li/^tening 
facilities, audio recording service, equipment loans, equipment loans, 
equipment repair service, test file and copy service. 

Film library, no date 
TBCHHICAL SERVICES DIVISION 

Revised rules for cataloging serials 
New routines in Order Unit 
Revised approval plan 

Special projects May and June 1972 
Disposal procedures 

Processing procedures for gift material 
Display of gift^material 
Supply of Serials 

Supplementary notes on Approval Plan 
Revised book marking for "form*' division 
Availability letters 

Purification of Purdue serials catalog 
Processing back-nuinber periodicals 
Double-encumbrancing of new serial subscriptions 
Ending of Farinington Plan 
Serials inventorying 



Processing Memo 


LP 


72/1. 




M 


LP 


72/2. 


II 


II 


LP 


72/';. 


tl 


11 


LP 


72/5. 


fl 


IT 


LP 


72/6. 


It 


II 


LP 


72/7. 


t( 


Tl 


LP 


72/8. 


It 


II 


LP 


72/9. 


II 


II 


LP 


72/10 


II 


It 


LP 


72/11 


II 


tl 


LP 


72/12 


11 


II 


LP 


72/13 


II 


n 


LP 


73/1. 


II 


n 


LP 


75/2. 


II 


11 


LP 


73/3. 


II 


It 


LP 


73/U. 
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Order Unit — LIBRARY CXDLLECTIOHB, ACQUISITION POLICIES AND PROCEDURES. 195^ 
Serials Unit--Cards for new sets and added sets cFeb. 1971 

READKR SERVICES DIVISION 

Reference Service Policy and Procedure Memo. 

1. Reference service policy and procedure memorandums. 7/I/58 

2. Organization- of reference service, Memoriai Center. 7A/58 

5. Processing activities to be done by Readers Division^ ^tc, 7/I/58 

U. Carrels, study desk, study room. 7/1/58 

5. Smoking in library. 7/1/^8 

6. Phonograph records'.' 7/l/'?& 

7. 'Periodical shelf lists. 7/I/58 

8. Books shelved in special locations. 7/l/')8 
Pos^bers in library 11/6/72 

Dennison copying machines no. date 

Lost and found 12/29/7? 

Smoking 1/19/75 

Personal copies in Reserve Book Room II/8/7I 

HANDBOOK OF LIBRARY INFORMATION for members of the faculty and graduate 

students 9/72 
GUIDE TO PURDUE UNIVERSITY LIBR/'.RIES 9/72 
Reserve Book Room 2/24/72 
Staffing for Labor Day 9/^^72 
"uiielines for LC proofslips c IO/15/7O 

Proposed revision of policies on indefinite loans to faculty. II/19/7O 
Interdepaxtmental. library xerox requests 
Courier Service Expansion 

ILL-General Guidelines of Inter library Loan for Purdue Users, no date. 
Intcrinstitutional Library Services code of regulations, no date. 
Thesis Gffice--A Manual for the Preparation of Graduate Theses, rev. ed. I97O 
CMET--hours, loan policy, users, no date 

Krannert Library--circulation, hours, .cozrporate records, etc. 
Pharmacy Library loan policies, no dat«« 
Physics Library --hours, loan policy, etc. 8/3/70 
Physids Library--File of tests in AV Center 1972 
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APPENDIX in 
EXAMPLES CF UNWRITTEN POLICIES 

AD^aNISTRATICN 

"Time off" for professional librarians. 
AUDIO-VISUAL CENTER 

Audio-Visual Center will provide materials, equipment and/or services to those 
members of the University community requesting them if it is within the means 
of the Center to do so. Restrictions are to be exceptions. 

PROqSSING DIVISION 

Order Unit--all inexpensive "dp not catalog" requests are not verified 
Order JJnit- -difficult to search titles are ordered prior to final verification 
Order Unit--out of print status is based on jobber response ^ 
Order Unit — order fron jobber rather than publisher if publisher is well known 
Order Unit — order from publisher if it is not a regular trade publisher 
Order Unit- -accuracy takes precedence over speed 

Systems Unit handles any systems data processing Tfork vithin Librarles/AVC 

In IMRU some activities have higher priorities than others 

Serials Unit: catalog new subscriptions with 2 weeks of receipt 

Serials Unit : check in and forward periodicals within 2U hours of receipt 

READERS DIVISION 

Serial review canmittee. 1/25/73 

ILL-gives requestors additional suggested locations. 
Readers conduct unacceptable in a library 
Regional campus libraries policy 

Hiesis Of fice--theses may be taken from library at request of author's major 

professor or department head, 
Krannert Library--all journals must be checked out or used in library 
Krannert Library- -tables of contents of selected journals xeroxed on a regular 

schedule and Qent to individual faculty and staff as requested, 
^Krannert Library--acquisition policy of corporate records 

Physics Library--send 3 overdues and then encumber if book is not returned or 
renewed. 

Physics Library--reference material may be taken to offices when library is 
closed, i*e. during Christmas vacation 
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CHAPTER VII 



ORGANIZATION 



This chapter la based on the report of the Task Force on Organlzatio 
Meabership of the TasX Force was Alice Chiing, John M. Houkes, Chairperson 
Katherine M# Markee, Ra:chel Road and Judy Westerberg. 
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In the preparation of it a report the Task Force proceeded as follows: 

- The Task Force familiariaed themselres with the management literature and 
with a nuiri^er of reports and docxaaents concerning the organization in other 
research libraries, 

* The historical developoient of the P\mlue Libraries/AVC organization was examined* 

» Following a list of pzdnciples outline in the Manual^ the Task Force discoased 
the rariouB jriteria and suggested numerous specific ideas for Improrements* 
These were cosipiledy compared with stiggeations received frcsi other staff mem-* 
berSy discxMsed agein^ arriving erentually at a nuniber of recommendations, 

- The Likert Profile of Organizational Characteristics was sent to a sample of 
profess ionalsy support sxaff and student assistants. Staff not included in 
the sample were invited to fill out the questionnaire at an open meeting. 

The data obtained was processed and analyzed* 



ORGANIZATION 

••An organization is the rational coordination of the activities of a nusober 
of people for the achievement of some cosnnon explicit purpose or goals through 
division of labor and function, and through a hierarchy of authority and respon- 
sibility,"''^ 

Organization really Involves two major kinds of objectives: comaon object- 
ives and individual objectives. In the case of our organization, Purdue Univer- 
sity, the coonon objective is edtication. The Libraries/Audio-Visual Center is a 
service oriented function of the educational institution, providing resources in 
relation to the programs and objectives of the University, Each employee has in- 
dividual* objectives, i.e,, experience, status, wage, recognition. Job satisfaction, 
A supervisor's Job demands that he or she not neglect either the coonon objectives 
or the individual objectives, because individual objectives motiyate people to 
achieve the comaon objectives. 

In order to provide for the most effective utilization of human resources, 
the organization ihould always strive to make rational allocations of skills and 
abilities of staffs 



"Sldgar H, Schein, Organizational psychology. 2nd ed. Prentice Hall, 1970. p.9» 



Two factors in an ori^anixat Ion' s structure that determine the behavior of 
Ind iv Iduiil 3 are: (1) formal orf^anlzation structure, !.€•, authority, responsi- 
bility, arcuuntabi 1 Ity , work flow, layout of physical facilities and nature of 
distribution of Jobs; {'d) Informal organization which Is composed of the re- 
lationships amonp: people within the formal structure. Communication Is an es- 
sential InK.rfdlent In the functioning of any organization. 



HISTORY AND DEVELOPMENT OF THE LIBRARIES AND AUDIO VISUAL 
CENTER ORGANIZATIONAL STRUCTURE 



In 190W^ the Head Librarian was appointed by the President of the University 
and reported directly to him. In 1913 the first separate library build ing was 
occupied and probably at this time, the beginning of the Library's organizational 
structure. Departments within the Library were established with the Head of 
each one reporting directly to the Head Librarian. There were four departments: 
Order, Cataloging, Circulation and Reference. This structure, with the addition 
of the Reserve Book Room and a Periodicals Department remained until the general 
reorganization of 1953. (Chart l) 

In July, 19*^3, a new organization and administrative structure was implemented 
as Illustrated in Chart II. The Head Librarian title has been changed to Director 
of Libraries and reported to the President of the University through the Vice-President. 
A new position of Assistant, Director was established. There were two divisions: 
the Readers Service Division and the Processing Division, The Readers Division 
was subdivided into three units: (l) Reference Services; (2) Circulation Services 
and (3) Departmental Libraries. The Processing Division was subdivided into four 
units: (1) Order Unit; (2) Cataloging Unit; (3) Card Preparation Unit and (h) Peri- 
odicals Unit. The Audio Visual Center was also under the Director of Libraries. 

There was a University Library Committee appointed by the President, composed 
of faculty member^ from various departments, charged with the task of assisting 
the Director in establishing broad policy and In allocating book fXinds; to advise 
on material selection, and to act as a liaison between the Libraries and the 
aQAdemlc departments. Library representatives were appointed by the head of each 
academic department. 

In the ten-year period beginning with 1953', no noticeable changes otrcurred 
in the hierarchical organization structure* 

In i960, the Assistant Director position was changed to Associate Director, 
and the head of the Audio Visual Center was made an Assistant .^Director. The Li- 
bjraries first Personnel Officer vas appointed February 1, I962. On October 1, 
1962, there was established a new position Asslstar.t Controller for the Li- 
braries and Audio yisual Center. Physical changes took place. In the Spring of 
19^ library and AV services moved into new quarters in the Memorial Center and 
the following year the old library building was vacated while extensive remodel- 
ing was accomplished. This area was connected with the new reading rooms and 
occupied in the summer of I960. 

The organization chart for I963-I96U shows, considerable expansion, yet re- 
tains the same basic structure. (Chart III) Keflecting university administrative 
changes, the Libraries/Audio Visual Center Director reports to the Vice President 
for Academic Affairs. The Associate Director has stated duties of planning and 
special projects. The Assistant Controller for the Llbrarles/Audlo Visual Center 
supervises the Accounting Office, in 1963, the Heads of the Divisions were made 
Assistant Directors, and the 3 Divisions are Recders Services, Processing and 
Audio Visual Center. A new position, Readers Servicea Adalnlstration, was created 
and later oeleted. 
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'o\^mo rhnnjv^a took place In the Audio Visual Center, Agr IcoLtural Visual 
AIcIj;, r<»rp fir* iblr to the "Agricultural complex" reported directly to the 
Direc tor of Libraries. At a later date this production unit was transferred In 
itr, enlirpty to the Cooperative Extension Service. In the Processing Division 
a Data rrore:;.«?lnf^ Unit war, established, later changing* its name to Library 
Systems Development. About this time (not shown on organization chart), a 
Thesis Chccr;in,2; Service was transferred from the Graduate Schodl to the Libraries, 
under the supervision of the Head of the Processing Divlrion. Another function, 
not shown on the chart was Binding, under the Periodicals Unit. Reflecting the 
move Into now and remodeled space are other services: Catalog Information, an 
office adjacent to the Union Catalog under thC'-'^Readers Services Division; a 
browsing room called the BooK Stall, four loan desks, three reference desks, 
plus three floor card catalogs. 

Beginning about I967, there were changes in lines of reporting. (Chau-ts IV) 
Reporting to the Associate Director was- the Peglonal Campus Coordinator, Bibliog- 
raphers and Personnel Officer. There were?* some name N;hanges: the Accounting ^ 
Office becoK the fiscal Office and the Aaslatant Controller becaaer the Business 
Manager. On April 1, 1969 the Librarians reccjjjjjfcLzed by the Unlrerslty 
Janata aa meaibera of the academic f acult^^r^subsaqfuently t^rganlzed themtfelrea 
Into the Libraries and Audlo-Vlaual Center' faculty with a Constltttlon and By- 
lava* In Jaly» 19^f the four state university llJj^arlea organized an J.nter- 
Instlttztipnal loan service. 

During the interim created by, the retirement ;qf Director John H. Morlarty 
and his prior terminal leave on December I5, \9^9^ an Administrative Committee 
for the Libraries/Audio Visual Center was appointed by then Vice President 
George Hawkins to administer the libraries whila a search was underway for a new 
director. The Committee members were the '^Assoc late Director, the Assistant 
Directors of Readers Services and the Audio Visual Center, and the Administrative 
Assistant to the Vice President for Academic Affairs.^ . 

The present organization of the PurdUe University Libraries/Audio Visual 
Center is shown on Chart V, continuing practically unchanged since I967. It 
follows a patterjn common in large American university libraries; two broad divi- 
sions, each headed by an assistant or associate direcvor, one in charge of the 
library's public or readers services and the other of technical services. Such 
a bifurcated functional organization first came into general use about a genera- 
tion ago, and has usually proven an effective form, especially if the separation 
between the two divisions is clearly defined. At Purdue the Assistant Director 
for •admleal Services is responsible for the Order, Catalog, Serials, Systems 
and recently the Instructlcnal Media Research Unit. The Assistant Director for 
Readers Services supervises the Reference Services and the General Services of 
the General Library and their subdivisions, and Departmental Libraries and 
collections. The Thesis Checking activity has been transferred to the Readers 
Services Division. Necessarily, there is some overlapping, such as the depart- 
mental libraries performing both public and technical functions as they serve 
their clienteles, carry on special cataloging and indexing projects, maintain 
vertical files of reference materials 6tc. Purdue Libraries is unique in that 
there is a thirjdivislon reporting to the Director of Libraries, which is the 



The Audio Visual Center is in the process of implementing a major organiza- 
tional change. Planned are: an advisory committee, planning and development, 
cataloging and information service, schedule services, services distribution; 
and maintenance and repair services. (Chart Vl). This will replace the present 
organizational structure: film library; equipment loan and repair servipes; film 
rental; acqlsitjon and cataloging; projection services; and graphis and copy ser- 
vice. The Instructional Media Research Unit, formerly a part of the Audio-Visual 
Center, reported to the Assistant Director for Technical Services after June 1972. 
Pulse , XVI, no. 8 (December 20, 1969)* 13. 

O - ? ■ 



Assistant Director in charge 
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Page 97 was intL^ntional ly deleted. 



Nrx?. a numb'^r of principles, as listed tn the Study Manual, were examined as 
a bar. G tor ovaluatinR the present organization and for making recommendations. 

OrF.Hn i r at ion should be flexible and able to respond 
to changing u niversity prop:ra;7is and information needs 
and should clearly asGif3n responsibility for maintaining 
wurkmg relationships with academic and administrative 
staff within the University . * 

The Li brar ies/AVC is not always informed and asked for input before new 
prorroms or new courses are established. • Many prograjns are created and offered 
by s('ho(;ls and departments without adequate consideration of library needs, such 
nr, prinr aci^^u i s i t i ons of materials, planned facilities and services* In the past 
even "prorramr, on the doctoral level have been instituted wijthout prior funding 
for and acquisition of necessary library materials. 

There should be more communication and interaction between the library and 
t.h»? academic departments in order to insure coordination of academic programs with 
library needs. Because committees discussing the implementation of new programs 
or the discontinuance of old programs have a responbibility to consider library 
implications, the Librar ies/AVC should always be represented through the Unirerslty 
Library Committee, through School/Department Library Committees or any other ^ 
appropriate means. 

A planning office within the library organization could coordinate these 
activities for the Librar iep/AVC. 

Because of the highly decentralized nature of the departmental system it Is 
felt that possible consolidation of small collections should be investigated. For 
users to have easier access to all collections campus delivery and pick-up service 
could be expanded. A coat benefit study would be most useful in this area. The 
telephone service at Catalog Information should be emphasized and given more pub- 
licity. ' ' 

The Study Teem recoianends that suggestions with respect to the jnaking avail- 
able of subject expertiie in the form of resource pf^rsons/bibliographers/stibject 
specialists be examined in greater depth with a Tiew toward nobilizing these 
sKills regardless of whether or not the possessor of these fkills is a meniber of 
the Reader Services Division in the Library unit prianarily concerned with that 
subject. This should not be at the expense of the existing 'general reference 
services* In the majority of the departwental libraries this need is met but 
greater utilization could be made of present staff abilities and Specialization 
in the^ processing units. When new programs are planned and developed there should/ 
be awareness of the specialization that will be required in the preparation and 
servicing of new materials* Among recent examples is the acquisition and catalog- 
ing of materials in the area of music. Similar problems could develop if, as it 
has been mentioned, a Medieval Institute should be established. Our present organ- 
ization does have the flexibility to respond to various departmental and school 
needs and changes. If we become to mondlithic, the«e needs woiatld be stibordinated 
to the rigid consistencies of a highly centralized system. The»e could be too 
much formal organization. 

Orp:anization should encompass all basic library programs 
and group them effectively . 

Like functions are not always grouped together, e.g., cataloging and classi- 
fication ur books and serials are performed in two different units, bibliographic 
searchin^^, is done in three or Jtvorc units. It is our belief that similar functions 
should be performed In one unlt> rather than several. 

There is evidence of routine functions being performed by professional staff. 
On the other hand it Is not unusual to see nQn-professionals involved in pro- 
fessional tasKs. There is no doubt that the professional staff should function 
" at the highest level of Its competence. At the same time It la recommended that 
a "middle^ or semi-professlonftl (formerly Junior Professional) etaff level be 
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rcstorcii*^ n ihc library. 

In order to f^roup library programs and functions effectively it is again 
evident that a formairy organized planning office should be established. Under 
the supervision of the Associate Director, the functions of t^laxining, Budgeting, 
Personnel, Systems And Research vould be* brought together. 

Orfyani/at ion should bring together the skills and 
perspectives needed fpr effective decision*making . 

A committee structure exists at the present in the Libraries/AVC : 

Faculty Committees . ^-^ 
In the constitution of the Libraries/AVC Faculty provision is made for 
Standing and Ad Hoc committees. At present there are four standing commit- 
tees, (1) Agenda, (2) Nominations, (3) Primary Promotion^ and (U) Arei^ 
Promotidns which is a committee with the Library Director as chairperson 
and three elected Libraries/AVC faculty membera along with three members 
appointed from the university faculty. The Ad Hoc committees by their 
very definition come and go, the only ones functioning at the present 
time are the Constitutional Revision Committee and the Taculty Seminars 
Committee, 

Administrative Committees . 

The Administrative Committee consists of the Director, Associate Director, 
and the three Assistant Directors. The Administrative Council Is made up 
of the Administrative Committee plus twenty other members representing 
various areas of the Libraries/AVC. The Automation Management Committee 
is composed of the Director, the Associate Director j the three Assistant 
Di rectors > and two Systans specialists. The Audio Visual Center Advisory 
Committee is composed of the professional staff and the graduate adminis- 
trative assistants. The professional sta^f includes both faculty and 
administrative staff. There are also Ad Hoc committees , presently the 
following are active ones; ARL Management Study - LSCA Grant Committee - 
Committee on Microforms - Campus Delivery Service - Circuliation Automation 
Advisory Group - Approval Plan Review - Ad Hoc Panel on Bibliographical 
Center - Serials Review with Physical Sciences, Engineering, Humanities 
and Social Sciences, and Biological Science* , subcommittees - LC Proof- 
slip Committee. 

\ 

Working Groups . 

There are other groups which may or may not meet on a regular schedule 
which might be called Working Groups* They are not committees because 
members are not elected or appointed. The Processing Division Unit Heads 
meet every three weeka* The professional librarians in the Readers Division 
meet once a month. Other groups within departments meet when need arises 
or on a more or less formal basis • For example, the General Services 
Meeting called by the General Services Librarian twice a semester. 

There are divergent views and opinions on committee activities. It is felt 
that jftore decisions could be made on a one-to-one basis. The spirit of openness 
,and cooperation is as Important as the formal structure of committees. 

A suggestion was made to chsuvge the Council's name to Administrative Advi sbry 
Council in order to indicate its basic function. Council members should be 
allowed to send a substitute, if unable to attend a meeting. To facilitate 
communication a special effort should be made to dlftributf the minutes of the 
Council meetings as rapidly as posaible. Some feelings were expretted that the 
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old Joint Meeting was useful and consideration should be given to reinstatement. 

It h&fl "been siiggested that pltK^essional libraxians cf the Processing Division 
meet together as do those in the Readers Division and in the Audio-Visual Center. 

At present committees have no or little representation of support staff. 
It is recommended that staff at all levels be involved in committee >^rk. Staff 
members should be invited to participate based on competence and experience in the 
area under investigation. Decision made with input frcan all levels of staff that 
are or will be affected, will bf ing to the question a wide range of experience. 
Persons directly involved in the function under consideration should be consulted. 

^Jft-s^fs also felt that comaittee work shoxild receive more publicity in order 
ta acquaint the staff with activities, recomnendations and decisions. 

Organization should bring technical activities together 
in a way^that facilitates unit cost analysis and per - 
formance meamirmentT 

Grouping of specific functions should be investigated such as: 

combining classification ot monographs and serials under ^otie supervision; 

conJbining ordering of monographs and seriali; 

combining filing under one supervisor, at least in the General Library 
but prefereably campus wide, givihg more uniformity in filing procedures; 
a centralised bibliographical seairch unit; 

coobining reference desks and circulation desks in the General Library 
Bring into the processing area such technical functions, now done in 
departmental libraries, as: marking books, over-typing sets of cards, periodi- 
cals checking, analyzing monographic series, etc. 

The Task F^rce recommended that similar functions carried on in the Audio- 
Visual €enter should continue there. It believed that the AVC should have its 
own supervision €tnd routines because the material is physically different and 
-equlres different terminology and special training. The Study Team, howver, 
did not endorse this belief and recommends that the whole of the Libraries/AVC 
should be inclxided in the study of possibilities of moving toweird a more "func- 
tional" Operation. 

In view of the many eLreas of concern no specific recommendation for organ- 
izational change can be made without a further study to determine priorities and 
locations where regrouping of related activities can be achieved. 

Organization of library facilities and staff should 
emphasize service to users . 

It is the general consensus that the departmental library system in most cases 
is convenient for the user, as it clusters servlcei^ and materials where they are 
required, needed and used. However, it creates problems because of the dispersion 
of collections, in particular when a reader is looking for materials relating to 
one discipline but located in a number of libraries. The book delivery system 
recently instituted is a good beginning in ^alleviating these inconveniences and 
expansion of the system should be Investigated, 

There is much that can be done to help user^. One important element is the 
collaboration with the classroom instructors. If they establish the nepd, we should 
be able to develop means to meet it. Efforts to prove to students the importance 
of the library will be successful only when their teachers support the idea. 

The library may seem confusing, especially to inexperienced users. ^ General 
Information Desk should be located near the Main entrance in the General Library. 
The proposed consolidation of the floor circulatioh and reference desks should 
improve the situation.- Perhaps the Union Catalog should be more centrally located. 
Greater use of signs would assist users to locate materials in the General Library. 
"Catalog Information" should be expanded and made more visible to potential users. 



000101 

F I nail'/ it \^ sii/7gested that reference service in the General Library be 
tailored to the ne^:d3« of the users and organized to provide graduated levels of 
service from an " i nformat ion "desK" up. This will result in a jDctter utUi.iation 
of re5o\Jrce3 nnd skills. 

^ In the departmental libraries a look at more consistent circulation policies 
:;uch a.s loan periods, overdue notices, encurat^rance procedures, -periodicals 
borrowing, etc., seems warranted. It should be kept in mind that rigidity of 
procedures may be unappealing to the varied clienteles we serve and that emphasis 
on conformity may loose the allegiance of use^s. 

Organization should define a reasonable span of control 

and should arrange and designate units to convey appropriate 

status and dimension of responsibility . 

The case for limiting the span of control rests on the need for effective 
supervision, coordination, guidance and support. As the number of persons re- 
porting to one individual increases then the efficacy of leadership and super-, 
vision can be expected to decline. 

However, reducing the span of control necessarily means increasing the 
ratio of supervisors to supervised at each level. This tends to make for a 
more hierar^chical structure with more delegation of supervision and more levels 
in the hierarchy. A consequence of this is that the number of levels increases. 

The principal practical disadvantage is that increasing the number of 
levels increases the potential barriers to effective communication. A dilemma 
is thus created. If the spans of control are reduced, then how far does the 
increased barrier to effective communication counterbalance the anticipated' 
ftdvanta^es of more effective leadership and supervision? 

We tould comment as follows: 

Realistic spans of control are essential for effective leadership 
and supervision and, therefore, we 'emphasize the need for attention 
to spans of control. 

While effective communication is also important, there are several 
different ways of improving communications and so. as long as the 
importance of good communications is recognized, it should be possible 
to reduce the disadvantages of increased levels in the hierarchy. 
In addition, the anticipated improvement in leadership and super- 
vision should help somewhat. 

A thorough review of the sprawling, varied organization of the Readers 
Divisiv^n seems warranted in order to relieve and/or tighten supervision In some 
areas. Reporting relationships need Improvement because It does not have a 
rat ional i>tructure . 

Further consolidation should be made as was done with the management of the 
libraries within the Schools of Engineering. This would possib^ lead to eight 
school librarians reporting to the Assistant Director. For the present^ needs of 
the ninth school, i.e.. Technology, could be shared by existing library facilities 
and it may not be necessary to appoint a Technology Librarian. 

The Task Force Teels that the proposed creation of the post of HSSE 
Librarian forms an appropriate part of this consolidation and it is viewed &s 
another School Librarian position. There is no conaenflus as yet concerning 
the responsibilities of this position vis-a-vis the more systen-wide services 
performed within the General Library. 

Administrative assistance for the Assisteurit Director is seen as a signifi- 
cant need for the effective operation of the Division* 

Another area which seems to have a rather complex organizational structure 
i^ the now-combined Catalog and Card Preparation Units. We understand that a 
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review of ihc orp,an i /.at ion of the Unit is planned. Considering the cataloging 
problems inh^^rited from the pkst and the prospects of taking advantage of pro- 
posed bib L lurraphical data banks, we would encourage the forthcoming review. 

There are presently collections of various materials in different re- 
search centers of the University, such as LARS, TPBC, Thermal Science & Propul- 
sion Center, etc, A liaison between Librar ies/AVC and these centers would 
benefit the information needs of aiany potential users. 



PROFILE OF ORGANIZATIONAL CHARACTERISTICS 

One theory of administration suggests that the development of a partf^ci- 
pative manaprment style can strengthen the organization by improving employee 
motivation and attitudes, t^e quality of decision and control and communication 
processes, and by unifying organizational and employee goals, as well as ather 
factors. X 

According to Likert four managemeht systems can be identified with the 
two opposites being: 

System 1: leadership style is close to "authoritarian"; 

System ^: leadership style is close to "democratic". 

En order to test the applicability of LiKert's participative management theory 
to the Librar ies/AVC, his research instrument, "Profile of Organizational 
Characteristics" was utilized. 

The Task Force gathered data from a sample of professionals, support staff, 
and student assistants (the latter were employed four semesters oi* longer). 
The return rate for the sample was sixty-four percent (6l of 9^ people responded). 
These sixty-one respondents comprised the "experimental" group. A non-random 
volunteer group of library staff (excluding student assistants) also completed 
the questionnaire; this "control" group is comprised of ih people. Professional 
supervisors comprised 50^ of the random sample, whereas there were none represent- 
ed in the volunteer group. 

All respondents were asked to complete tne que'etionnaire (Form J-2B) , con- 
sisting of l8 state/Bents based on Likert's participation management theory. 
After processing the data a preliminary analysis was made by George M. Golden of 
Purdue's Measurement and Research Center, which follows: 



The instrument provides twenty response intervals separated into four major 
systems of five intervals each for the 18 statei^ents. Organizational variables 
included in the questionnaire focus on leadership, motivation, communication, 
Interaction- influence, decision-making, goal-setting, and use of control data. 



-^Rensis L, Likert, New Patterns for Management. McGraw-Hill, 196I. 
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'HcMv ndr^nt.s in both groups indicated preference for 'a more participative 
manare-nent i;tyle than was perceived to exist. Figures 1 and 2 show graphically 
the mcanr, of responses to each of the eighteen variables in terms of their 
evaluation of cu rrent vs. preferred organizational behavior and functioning 
(labelled "now" and '^like" respectively). Tables 1-^ provide the same data 
in tabular form, including the percentage ,of respondents choosing the various 
alternatives. m addition/ differences between the group evaluations of 
current and preferred behavior are given In Table 5. In every case, the means 
were hirher for the **ilke'\ responses than for the "now" responses, with an over- 
all averape difference of one complete scale unit. Agreement between the two 
groups was quite high on the "like" responses, except for two items dealing' 
with orf7anL/at ional control processes, probably indicating a similarity of 
emphasis on a desired participative style of management. Presently the volun- 
teer group sees the organization as characteristicalXy "authoritative-benevolent", 
an averajy.e of half a scale unit (.^8) below the "consultative" iiaage which the 
random Rroup projected. 

The overall organizational profile mean of 2.86 for the random sample Is 
the same as that, found in an earlier study involving top managem|;it and pro- 
fessional staff members of the Purdue Libraries (Marchant*, 1^1). Pesponses 
to individual items is also very similar between the two studies. 

Percentage breakdowns are also given i^see Tables 6 and 7) indicating the 
current and preferred organizational behavior for Professional-Supervisory, 
Non-profe-ss ional Supervisory, 'and Non-professional - Non-supervlsory subgroups 
in the random sample. Similar contrasts could also be made between the various 
organizational units within the Libraries, The Non-prof essibnal Supervisory 
subgroup views present organizational behavior as involving more trust, candid 
discussion, accuracy of upward communication, cooperative teaxmi^ork, involvement . 
in decision-making, and group participation In goal-setting than do either the 
Professional-Supervisory or Non-professional - Non- Supervisory groups. The 
situation is reversed when the use of control data becomes the focus. Non-pro- 
fessional supervisors are also the leaat certain (more "I don't know" responaes) 
when questions of control are asked. Many of these trends are also evident 
when preferred organizational behavior and functioning are examined. 

Items rated lower than the overall response by both random and vol- 
anteer groups Include these behaviors: 

- awareness of problems at all organizational levels 

- obtaining and using subordinates* ideas and opinions 

- attitudes toward the library and its goals 

- involvement in dec la ion-making and goal-setting 

- motivation to implement decisions and goals 

On the other hand, the dimensions of trust, openness, teaXiiwork, and communication 
are presently seen as already tending toward a more participative style of manage- 
ment. ^ 

The Study Teaa draws attention to the tendency in the Litert results to stiggeat 
that awareness of lower-lerel organizational prohleM aaong higher lervels of staff 
as well as the Itnrolveaent of all lerels of staff in decislon«wBaMng deserves 
further attention. 
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Percentages 

BLANK I fl~ I II ~ IV 

p - S 0 0 39 33 28 

NP - S 0 0 . 9 ^6 46 

NP - NS 0 7 19 41 33 

p - S 0 0 6 67 28 

NP - S 0 0 9 46 46 

NP - NS 0 4 22 33 41 

p - S 0 0 28 72 0 

NP - S 0 0 9 73 18 

NP - NS 0 15 41 26 19 

p - S 0 0 28 67 6 

NP - S 0 9 46 46 0 

NP - NS 0 0 33 56 11 

P - S 0 6 28 28 39 

NP - S 0 0 18 27 55 

NP -NS 4 7 41 26 22 

P - S 0 0 33 56 11 

NP - S 0 0 18 46 36 

NP - NS 0 0 30 30 41 

P - S 0 0 17 56 28 

NP - S 9 9 9 9 64 

NP - NS 4 0 26 41 30 

P - S 0 0 6 67 28 

NP - S 0 9 0 36 55 

NP - NS 4 0 11 63 22 

P - S 0 0 17 67 17 

NP - S 0 0 0 45 55 

NP - NS 0 7 26 44 22 

P - S 0 0 28 72 0 

NP - S 0 0 46 36 18 

NP - NS 7 22 41 30 0 

P - S 0 6 50 33 11 

NP - S 0 0 46 36 18 

NP - NS 0 11 37 26 26 
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* Number of respondents: 














P-S Professional- 


Supervisory 


i.O 










NP-S Non-prof essional- 


Supervisory 


11 










NP-NS Non-professional- 


Non- supervisory 
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(NOT included 
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P-NS Prof esslonul- 


Non- 


supervisory 
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Percentages 

Blank I II III IV 

P - S U 0 0 22 67 

NP - S 9 0 0 9 82 

NP - NS 7 0 0 19 74 

P - S 6 0 0 0 94 

NP - S 9 0 0 0 91 

NP - NS 11 0 0 4 85 

P - S 11 0 0 22 67 

NP - S 9 0 0 46 46 

NP - NS 4 0 0 37 '59 

P - S 11 C 0 28 61 

NP - S 0 0 18 9 73 

NP - NS 4 0 0 22 74 

P - S II 0 0 0 89 

NP - S 9 0 9 18 64 

NP - NS 7 0 4 22 67 

p - S 11 0 0 11 78 

NP - S 9 0 0 18 73 

NP - NS 11 0 0 7 82 

P - S 11 0 0 6 83 

NP - S 18 0 0 0 82 

NP - NS 11 0 0 ? 82 

P . S 11 0 0 6 83 

NP - S 9 0 0 0 91 

NP - NS 4 0 0 11 85 

p - S 11 0 0 0 69 

NP - S 9 0 0 9 82 

hP - NS 4 0 0 19 78 

P , S 11 0 0 39 50 

NP - S 0 0 0 46 55 

NP ~ NS 7 0 7 52 33 

P - S 11 0 0 0 89 

NP - S 0 0 0 9 91 

NP - NS 0 0 0 4 96 
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^ Number of respondents : 

P-S Professional-Supervisory 18 

NP-S Non-professional-Supervisory 11 
NP-^NS Non-pro/essional -Non- supervisory 27 

(NOT included: ) 

P-NS Professional -Non- supervisory 2 

Anonymous 3 
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RECOMMEWMTIONS 

The Study Team laakca the foUovlng recoomiendatlonfl which wi&y effect the 
orgaunizational structure* 

3. The Llbraries/AVG should structure its organization along more functional lines. 
A study should be made to determine priorities and locations vhere regrouping 
of related and/or similar functions can be achieved, Inclizding the Audio-Visual 
Center. 

Ue A Planning Office should be formally established \ijider the supervision of the 
Associate Director bringing together the functions of plannliig, budgeting, 
personnel, management information, systems aad research. 

5. Attention should be paid to the spans of control. 

6. A thorough review should be laade of the Readers Division organisation with 

a view to further consolidation leading to eight school libreurians reporting 
to the Assistant Director, who in addition vould be given adequate adminis- 
trative assistance. 

7. We encourage the forthcoming review of the organization of the Catalog Unit. 
10. There should be a greater consciousness in recruitment of the desirability 



bibliography, interview techniques, citation anaJyais, specialist literature 
of any Kind) as well as subject backgrounds* TSxis would increase the collec- 
tive competence of the Libraries/AVC. Greater feaiiliarity with the expliDita^ 
tlon of such specialist knowledge should be developed Ijmediately* 

15. A new classification of employment, between clerical/service and pi^ofessional 
in terms of salary, benefits and responsibilities should be established. This 
new classification would consist of several strata of "para-profesaionals" who 
perform highly skilled, technical and/or seaii-profesiional functions and should 
include the OAA and TAA classifj-cations, 

17. In order to ensure coordination of academic programs with libraury needs, 
coiinminlcation between the Libraries/AVC and aU academic departaents should 
be improved. 

18. Liaison between the Libraries/AVC and the various research centers of the 
University, mich as LAHS, TPRC, Thermal Science and Propulsion Center, etc., 
would benefit the information needs of many potential users. 

20. consolidation of small collections should be investigated. 

21. Expansion of the current book delivery system shoiild be investigated. 

22. The "Catalog Information Service** should be expanded and made more visible 
to potential users. 



of building 




user surveys, historical 
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2% The planned coneolldation of the circulation and reference desks of the 

General Library should be Implemented and a General laformationj Desk should 
be Located near the Main entrance to the General Library. 

2U. Reference service in the General Library should be tailored to the needs of 
the users and organized to provide graduated levels of service from ebi 
"information dt^k" up. 

8. The staff at all levels should be involved in committee work. 

25. CoBBmittee work should receive more publicity in order to acquaint staff with 
activities, recocanendations and decisions. 

26. Change the Administrative Council's name to Administrative Advisory Souncil 
and allow Council members to send a substitute* 
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CHAPTER VIII 



STAFF DEVETjOPMENT 



This chftpter is based on the report of the Task Force on Staff Development. 
Membership of the Task Force was C. Cetti, M. Dunn, D» Fry, M* Hayes, and £• Posey, 
Chairperson. 
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GROUP SESSIONS 



General Remarks 

With the enthusiastic cooperation and assistance of the Measurement and Research 
Center, notably in the person of Dr, James Derry, the Task Force on Staff Development 
set about the task of determining the staff attitudes in the various areas of o\ir 
charge. 

The Task Forge decided to combine the questionnaire and interview techniques in 
a aeries of group sessions ijrvolving as many of the ste^ff as was possible* The staff 
was dividjfd into six groups, as follows: 



Clerical/clerical (Technical service, secretarial) 
Clerical/contact (Reader services in General Library, circulation) 
Clerical/Departmental 

Support (Shipping, receiving, and shelving) 

Clerical/Support AVC 

Profesaional 



A total of ten meetings were held (four of the groups were haiidled in tuo sec- 
tions due to the numbers of people involved). Morning and afternoon sessions for the 
four larger groups were scheduled to make it possible for more people to attend. 

Dr, Derry conducted each of the sessions. The general format consisted o? admin- 
istering a questionnaire to each of the groups. These were collected, then each group 
was split into smaller groups and asked to come up with a list of items thoy felt were 
particularly relevant to their interests. The results were then used to generate 
resporiBes from the entire group* 

The output of these sessions was of three types. First, the responses to the 
questionnaires were tabulated, means and frequencies were comryiit^Ki, and these results 
conveyed to the Task Force. Secondly, the comments generated by the discussions were 
listed. Thirdly, Mr. Derry gave us his impressions of the subjective parts of the 
discussion8--the topics that siPWA^d to generate the most discussion. 

Summery of Responses to Questionnaires 

This section is included to provide a profile, of the overall responses to the 
questionnaires, rather than a \mit-by-unit breakdown. This more detailed information, 
is also available, although it is not included with this report, and may be used when 
Information in greater detail is required for planning or organizational purposes, 
at the discretion of the Director of Libraries/AVC . 



166 out of the total staff of 258 responded to the questionnaires, or about 
6H,5 percent. 

By groups, percentage responses were as follows: 



Comments on the Tables of Responses to Que s t ionnai re s 



Contact 
Clerical 



AV Center 
Support 
Professional 
Departmental 
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A word of explanation is needed concerning the interpretation of the follow- 
ing results. Sometimes respondents did not answer a particular question. In 
these cases, the Measurement and Research Center decided to treat a blank response 
as "undecided**. While this seems a reasonable procedure, it is possible that 
"undecided" does not really reflect the attitude of the respondent. Therefore, 
the reader is reconanended to observe^ the distribution of the responses and to 
note the most frequent response which has been encircled. However, the reader 
should bear in mind the numbers in the, ^'undecided" column may be higher than 
they should be. 

The column on the extreme right is the average of the responses, based on 
the assigning of values to each response: 



The Mean column provides an average of the responses. 

Consider for example, the first question. The most frequent response is 
Agree with 6l such responses. This has been encircled to draw attention. How- 
ever, it is prudent to observe also that the second most frequent response is 
Disagree which occurred hi times. BotK are reflect** under the Mean which is 
2.6 a value which less than three and therefore reflects a majority of agreement 
but is close to 5 (Undecided) indicating there is not a clear cut consensus of 
agreement • 

Note that results given are the actual numbers of responses. They ajre 
not percentages. 



Strongly Agree 
Agree 
Undecided 
Bisagree 

Strongly Disagree 



rated 
rated 
rated 
rated 
rated 
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Comments from Group besBiong 

Supervision 

more conmunication between working staff and administrative officers 
stock answer - "we are studying it" 

Library administration - breakdown occurs here. I'd like to put some of those 
people at the desk and see how they survive. 

rank pulling is rank* . .backing needed by supervisor. .. special cases (exceptions) 
hurt...ruleq are not followed... 

better work distribution needed 

clearer definition of jobs 

more training for supervisor - e.g. public relations 

who is sup^Wisor? Librarian or senior clerk? Librarian often not around, but 
senior clerk has no authority. 

slow chain of command with too many bosses; boss 1 and boss 2 contradict each other 

seme don't have time or interest in supervision, distorted views of .-efficiency. . . 
supervisor should know your job as well as you do... human relations 

decisions predate ccanmittee? 

reciprocal evaluation with supervisor 

supervisor unresponsive/misuse of supervisor/my supervisor is the library flunky 
too many mysterious mandates 

administrators should circulate more, see what we're doing. • .understand 
whether a directive is possible before issuing it 

supervisors change rules and make people look silly 

procedures arc changed by someone higher, happens all the time, makes me so 
damn mad. wheels don't care how we look, we h&ve no backing. 

need set of basic rules to abide by - supervisors/administrators say - why make 
rules we can't enforce. Do what the professor tells you. They make a 
rule one day and break it the next.. .the supervisor is the chief culprit 

a little bit of improvement in communication with administration on a one to one 
basis. . .decisions through too many hands 

more feedback on decisions and projects initiated by us 

better definition of decision-making, policy and responsibility 

a. not quickly enough - system level 

b. lack of clear delegation 

c. every person involved, hence slow . 

d. reluctance to make decision at low levels - inability rather 
than reluctance because of lack of delegation 

no proper training in supervision - human relationships, dealing with people on a 
personal basis, how to instruct, lack of trust 

send (Derry and) administrative staff on a tour with students this fall 



Working Conditions 

cormittee with backbone to listen to complaints and negotiate 

more full-time help less 1/2 time 

narrovncR.-:; of function job narrow 

more tljne off without pay especially during breaks 

no upward mobility --a "board" across the top 

women and men are not hired at tl^e same rates^ . .men make more shelvers vs. 
reference, .. shelver Starts at $2.50 equivalei>t to a clerk 5 

no backup personnel 

optimum diversity in jnbs...nee^1 better training 

flexibility of work hours seme people arrive -at 7:30 (ride with husbands) 
and would like to leave at U:50 instead of 5-'00 

qualifications -- are they realistic? degree? doesn't seem to make any sense 
poor utilization of talent 

misuse of personnel moving equipment up stairs as ordered by library adminis- 
tration, in order to save money. Why not physical plant? 

professional doing nonprofessional work; nonprofessionals doing professional work 

lack of continuity because of turnover 

discrimination in supervisory positions 

Job Audit Specifically 

what have audits produced? "they changed my title" "psychological income" 

job audits those who benefitted were with general library 

admiinistration (Purdue) inconsistent first cut benefits (jp^s) and then 
conduct their seminars to find why we don^t attend staff meetings, etc- 

restoration of semi professional to free professional for faculty-type activities 
(which gain promotion) 

semi profession - ceireer ladder. gone away with university personnel audit 
inaccurate - unjust - demoralizing 

junior professional hassle people screwed out of benefits 

Benefits & Salaries 

increase salary 

a fair living v/age with cost of living increase 

more merit improvement (financially and position of responsibility) 

job classification. . .you can get promoted without pay raise because of salary 
schedule o^^erlap 

be consistent with service cre-dit..,at least explain the policy 

more even vacation time between professional and clerical 

flexibility. Job description, rotation, promotions, pay, enrichment 

money — merit raises and cost of living schedules should be consistent across 
University 
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boArd acrcsfl *the tap nwhere to go T<^r promotion .more challenges Ehould 
be built Into Jobs 

nchelarshipe in training and education to those who are interested • 

Increased awarf»neaa of benefits* flcme departments don't approve of the 
b^befitfl (aet up reeiatance to taking courses) 

rewards for n<'t using up sick leave 

paperwork/red tape dlscouxagea persons fran taking ccursGs 

why never merit raises? good work not recognized 

Lack of Communication 
(between units) & general lack of knowledge about what's going on 

excesBive departmentalization without communication between units 

staff meetings on regular basis 

too dependent on general library and no input into decision-making *'they think 
w« are idiots" 

no sense of working on the same team when we call central library 

more Interaction between units. • .don' t know function, • .more cooperation 

secret salary schedules. • .explain the policies. . .service credit... how established 

deficiency of personal cooperation and understanding of colleagues job and 
problems... MORE TEAM oPIEIT 

Miscellaneous 

w administration should finally decide the mission of this library 

why typing test only for women? 

more time for scholarly pursuits reading, writing, and learning eibout the fielu. 

no input into dec is ion -making; no general staff meetings ; let us air our gripes ' 

assess $1 for building fund from students 

^ need to change lack of respect for professional ccmpetencies to an acceptance by 
university commiinity 

Things People Like 

like the people I work with 

job security no dress policy 

I can go to supervisor with personal problems 

pleasant 

never a dull moment 
insurance benefits 

pleasant, clean, dealing with high-class people 

Self satisfaction in dealing with people ' 
friendly atmosphere among employees 

out-stations; more independence, nearest thing to self employed, flexibility 
\^ of working hours. 90^^ of students and instructors are decent to work with 

Q riety, not like an assembly line 
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Although W6 recognize that a aeparate Taak Force dedicated to leadership and 
Bupervliion vao in operation, iha Ta«k Force on Staff DeveLopnent determined that 
thie ttahject must also be covered by the Task Force on Staff Derelopnenty specifi- 
cally a» It relates to o^ir charges "Particular attention should be given to the 
laethods asd techniques available fbr the developnent of administrative and super* 
vlsory skills 

The Study Team is convinced that material benefits vill result fros the 
planned and Judicious lapleMutation of mansgettsnt tachal<iues derived fron the 
behavioral sciences , developed theoretically in institutions of higher learning f 
and IjRplesusnted by corporatimns both large and saall* 

It nay be useful to state briefly hov this position vas reached* The reading 
specified In the study manual, especially Tracey, Qoodman and Stone, point to 
this conclusion* Seeouuly, the Task rbrce vas especially fortunate in securing 
input frcsi an administrator in local industry, nbere these techniq[ues have been 
applied over a period of y99kT§ with readly dramatic results* The fact that these 
techniques have been adopted by large corporations (American Telephone and Tele- 
graph, Oeneral Motors, General Electric, Standard Oilp Detroit-Edison— the list 
could be extended indefinitely) vas also persuasive • If indeed hard-headedf 
profit-mildmd buslnessiMn discard the nhip ill fsvor of more faiaaae (anid sciesti- 
fically prodmrtlw) methods^ it seems intuitively evldest that the Libraries /aVC 
should at least eoasider them* 

What are these methods? It should be stated here that the "method*' is not a 
cut and dried, packaged plan that can be adapted indiscriminately to any organiza- 
tion. To be successful, a carefully planned intelligent approach must be taiten 
which considers the special needs and problems, of the enLire ort^^anization. i*\irther, 
the prcgituii must gain the enthusiastic acceptance and cooperation of a majority of 
lue members of the organization and especially those in top and middle administra- 
tive positions. Some of the key elements are: 

Maslow's hierarchy of needs - paraphrased^ people's needs may be 
ranked on a continuum from the basic needs such as food, shelter, 
and safety on up to the "apex of self -accomplishments in one's own 
right". These needs include respect in one's work and its impor- 
tance. Modern management theory pa3r8 especial attention to these 
individual needs . ^ 

Participative management - in perhaps oversimplified terms/ this 
suggests thax decision -making be forced down to the level where the 
results are implemented, insofar as possible. Staff needs to have 
an input to the decision-making process^ and further, a meajiiingful 
input. 

McGregor's ''X-Y" theory of management characterizes the ''X" theory 
as a belief that humans dislike work ^nd prefer to avoid responsi- 
bility, but the "Y" theory, conversely, assumes that work is a natural 
activity and that it is possible to motivate people to act in concert 
with the goals of the organization. These theories obviously have 
important implications for managerial styles, and the "y" theory, in 
particular, underlies many of the strategies of the so-called "modern" 
management styles. 

Social interaction sHills - these are also sometimes characterized 
as "human relations training". A few examples - individuals need to 
correctly perceive the effects of their behavior on others, under- 
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BtBnd the dynamic complexities of group behavior, help diagrjose and solve 
problems between units Of the organization, appropriately interact with others, 
and so on. These skills can be developed and enhanced by formal traiaing pro * 
grams . 

5. A key part of these proposed techniques is the attitude of all supervisors. 
Organizations which have adopted these techniques report a marked decrease in 
inter-departmental Jealousy and rivalry, with a corresponding increase in 
cooperation, "Teamwork" and "Respect" are two of the cornpr«tones, and more 
than lip service is given to these concepts. Every eiaployee is continually 
made aware bf the importance of their contribution to the overall success of 
the organization, and a real sense of community is developed. 

Since most of the specific cases examined are related to profit-making organiza- 
tions, the questions legitimately arises as to the pertinence of these techniques for 
non-profit making entities. We submit that there is a great deal of similarity between 
the day-to-day activities of both kinds of organizations* Some Industrial models are 
closer to that of the Libraries/AVC than others — for instfiuice, the ^lospiteul model sug- 
geatfi itself as being somevrtiat appropriate to o\xr needs since (l) the hospital deflJ.s in / 
services, (2) these services are implemented by a relatively small professional staff 
and a larger support staff, and (5) profit, if a consideration at all, is usually not 
a prime purpose of the organization. The hospital has been studied intensively by 
behavioral scientists, and the resxilts of these studies are readily available. \ 

The only instance the Task Force found where these techniques have been tried in 
an academic library is cited in "In-House Training of Supervisory Librcury Assistants 
in a Large Academic Library" by Betty Jo Mitchell, Associate Director of University 
^Libraries, California State University, which appears in College and Research Libraries , 
March 1975, Vol. JM, No. 2, Pages 1*^4-1^9. This particular program was mounted without 
' appropriate groundwork, which we assume will be dome in o\ir Libraries/AVC. 



rmplgnentation: Some Illustrative Examples 

Rather than specify a particular course to follow, the Study Team feels more com- 
fortabls in pointing out several possible courses of action. In reviewing these sug- 
gest ions in the section immediately following, the reader is asked to note the points 
of correspondence as well as the points of departure— some of the viore fundamental dif- 
ferences, for instance, hinge upon the use of the qualified expert from outside versus 
in-house conmiittees. We strees that the relative position of each approach in this 
document does not imply a priority relationship in the minds of the Study Team. 

One approach might be the establishment of a Committee for the xpress purpose of 
implementing these proposals. The Camnittee might consist of representative (and inter- 
ested) supervisors from every level and unit. Their first task would be to acquaint 
themselves in depth with the various techniquea, procediires, theories, etc., in the 
area of modern management— possible ways of doing this might include attendance at 
seminars, the invitation of experts (both local and from afield), pilot studies involving 
certain areas of the Libraries/AVC (employing such procedures as sensitivity/awareness 
training, T-groups, role playing, management games, etc.). After this comnittee gains 
a reasonable knowledge and proficiency, a lar^e scale educational program could be 
designed and instituted in the entire system. Provision should be made to continually 
update these skills and to monitor the results. As remarked before, success is con- 
^tlngent upon having the enthusiastic cooperation of a majority of the staff. However, 
where these- techniques have been instituted, a "bandwagon" effect is frequently noted— 
^ aubstantial success in one area is likely to cause otheir groups to want to participate. 
^ lould be realistically recognized, however, that no^^ everyone will "buy" these 
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Another approach to Implementation would be the hiring of a profesaional management 
person with experience in organizational development, manpower planning, and people 
sena^tivity skills specificalXy for the purpose of planning and directing a program in 
supervisory training. An advisory coinmittee of representative and interested super- 
visors from every level could be established to assist in the program. This committee's 
members should follow the general steps outline in the above paragraph to familiarize 
themselves with the field. Unrier this arrangement, the experienced professional would 
head and direct the prcgrazn, while the committee's purpose would be to ascertain needs 
and publicize the program. 

A third possibility, in consideraly raore detail than the skeletal outlines above, 
is the following programi 

This system of management cam be referred to by several dcbcriptive adjectives, how- 
ever, for our purpose we will adopt the terminology of "Participative Decision Making" 
(PDM). Participative decision making is essentially ""a mode of organizational operation 
in which decisiona as to activities are arrived at by the very persons who are to 
execute those decisions" (Lowin, I968, p. 69). 

The implementation of a PDM system cannot survive without a few general ground rules. 

1) The decision for a participative system must be accepted and encouraged by 
top level management. 

2) The change to a participative system must b<? one allowing for the acceptance 
of PDM through a level by level, top to bottom exposure to and participation 
in PDM. 

5) This change should not be expected to occur without the training and education 
of organizational members ir PDM methodology. 

Implementation within tiie Purdne Libraries/AVC might be considered on four levels. 

Level 1— -Workers or clerical/support /service people. 

Level 2--The foremen or first level supervisors of level 1 personnel. 

Level 5 — Unit or department heads. 

Level H — The Librarles/AVC i;irectcr and Assistant Directors* 

( itote — Where it may apply, ^Levels 2 and 5 can be combined. Level 1 will be 
referred to as the basic work unit or work team.) 

Steps for Ipiplementatlon 

Step 1 — The Librai^ies/AVC Director, Associate Director and Assistant Directors 
(Level should attend an outside program in parti icipative management, preferably con- 
current with sessions in human relations training and meuiagement development (e.g., the 
programs offered by the National Training Laboratories, Bethel, Maine). It is suggested 
that sinre there seems to be no one overtly qualified on the Libraries/AVC staff in the 
developoient and supervision of programs or training in Pl^ or hximan relations, that an 
outside consultant be secured to develop a program specific to the needs of the Purdue 
Libraries/AVC. This consnittee also offers the suggestion that resources from the Uni- 
versity by proselytized for this task. Perhaps a ?/l^ time graduate student assistant- 
ship could be offered to a Ph.D. candidate in Industrial Mansgement, Organizational 
Psychology or Organizational Coraminication as an inexpensive and efficient means for 
fulfilling the needs of the Libraries/AVC. 
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(Note - It cannot be emphasized enough that any program of this nature, to be 
Bucceflsful, TTiUSt be perceived by aubordinatefl in the organization to be positively 
valued and reinforced througii the actions of top level management.) 

Step 2 - A conanittee ahould be created through a diagonal grouping of individuals 
across all organizational levels and departments to act as an advisory committee whose 
purpose ia input and feedback for organizational implementation of PDM. This committee 
should consist of approximately 8 members representing each.^of the various \inits 
within th^ Librory/AVC system. (A suggested breakdown would be one member each from: 
order unit, card pr.ep^ serials, ^ystems/lSD/lMRU/lTIS, AVC/ departmental libraries, 
reference/circulation^ service (shipping, shelving, etc.) and fiscal office/personnel.) 
Each representative would have equal rights of membership including voting privileges 
with power as a group to make binding decisions in organizational coordination of 
Participative Decision Making. 

Step 3 - The- Library Director and Assistant Diilectors (Level k) should begin 
meeting with unit and departmental heads (Level 5).4xid openly practice PDM through 
information sharing and delegation of decision making authority to the individuals 
directly responsible for them. In-house workshops and/ or training sessions in FDM, 
''human relations", hnd supervisory skills should also be initiated for unit and de- 
partmental heads. A representative frcm Level 5 should be elected by his peers to 
represent their interests and input at the regular meetings of Level h personnel. 
These elected representatives may be referred to as linlclhg pins in respect to 
the mission they serve through linking all levels of management together with input 
and feedback to and from each separate level. (These r'^presentatives will also 
hold equal membership and voting privileges as regular committee members.) 

»Step U - An in-house program of PDM, ^^human relations" training ahd super- 
visory skill building should be initiated for Level 2 personnel. This group will 
also elect a representative to servfe the linking pin function on the Level 3 
coBomittee. 

( Note - Understandably Levels 1 and 2 will contain the largest number of individuals* 
It is suggested that due to this circumstance^ committees of Level 1 and 2 personnel 
be restricted to those individuals directly related to the acconplishment of 
specific or closely related tasks (i.e., shelvers -and shipping personnel although 
on the same level,' would still comprise two sep&fate committees).' Concoramitant 
;Wlth the groupings of Level 1 personnel, a member frcm 6ach separate grouping is 
/ elected to serve as a representative to a general committee of Level 1 personnel 
who in turn will elect a member to serve as a representative on the Level 2 
committee.) 

Step 5 - Level 1 personnel should be formed into basic work tesiiis whose 
function is specifically oriented to similar tasks within a unit op complementary 
tasks within a department. The responsibility for PDM training will rest with the 
Level 2 and 3 supervisors. 

Some basic tenets for committee organization should be: . 

1. The purpose of the committees is one of an on-going communication 
process of information exchange fend feedback rather than crisis 
intervention. 

2. Any member who feels that his rights or privileges under a system of 
PDM are being restricted or infringed upon may consult with the 

advisory committee for investigation and subsequent action. (This \ 
3hr>uld not be confused with the function of a grievance committee.) 
3- The personal needs and interests of the individual should be encouraged 
and developed with an emphasis on bler^ding organizational g6als with 
personal goals. 

O 



Resources for Implementation 



A variety of techniques and resources are available to assist the Libraries/^VC 
in switching to this new managerial style. The Task Force met with Mr* Dewey 
Scheuffler; the Manager of Training and Staff Development for the Univjersity, who 
offered the services of his office in preparing a supervisor ' r> instruction program. 
Mr. Scheuffler stressed the importance of the Libraiies/AVC developing its own 
program, with the advice and assistance of his office. He also gave u/l an idea of 
the multiplicity of training devices available - programmed texts. audi.o and visual 
aide, management games, etc. 

The Measurement and Research Center is also very interested in the implementa- 
tion of a program of this type in the Libraries/AVC, and have offered their 
assistance. The Task Force called upon them to help design and conduct the group 
sessions - these sessions, incidentally, are a good example of just one of the ^^new" 
techniques involved in modern management. Additional expertise is available from 
the Krannert School of Industrial Administration, Organizational Communica,tion, 
Organizational Psycholog^^-, etc. 

These are some of the training aids called to our attention which can be 
incorporated into a program for staff development using modern techniq:Ues. 

Some of the films currently in the AVC are: *^ 

Hiiman Relations in Supervision (Armstrong Cork Company, -pexts 1-h) 
Supervisory Relations Series (film strips) 
Management of Human Assets (Likert) 
Motivation through Job Enrichment 

Simulation games are another tool which may be utilized in this area - 
the following are owned by the Personnel Department: 

Handling Conflict in Management: Superior/Subordinate-Group 
Conflict, and Conflict Among Peers, Super ior/Subordinate 
Conflict. (3 Parts) Roles: participants eire managers in a 
medium-sized company/ Playing time: approximately 2 l/2 hours 
per part. Teams of five players; the number of teams which can 
play simultaneously is unlLmi.ted. 

Managing Through Face-to-Face Comjnunication (...provide an 

opportunity for middle manetgers to practice their communications 
skills) "...involves perception in differences in meaning, 
working with abstractions, tailoring messages to the receivers, 
sepeurating fact from inference, and dealing with emotional 
statements.'* Roles: pcu-ticipants are middle managers. 
Playing time- approximately 3 hours. Three to five players 
per team; any number of teams can play simultaneously. 

Other cotninercially available programs include items as Didactic Systems' 
Joh :^.nrichment Multi-Media Pi'ogram, one-day Seminar which can be run by the 
Libretrles/AVC - it includes a Seminar Leader's Guide and audio tape ($75).» and 
participants' materials at $1"? per participant. 

Programmed texts are another item which might be used - an example is: 

Burby, Raymond J. An Introduction to Basic Supervision of People. 
Addiscn-Wesley, 1966, 

We cite these illustrative exajnples to indicate the variety of available tools 
which might be ^incorporated into a supervisory development program - these are only 
O .es, and. many more are readily available. 
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These concepts and tochniquee are arduous, tiaa'-consuming and occasionally 
frustrating. Rather than hiding behind a desk and Issuing reams of directives, 
the executive is required to interact frequently vlth his or her statff . 'Ihis 
means a reordering .of priorities murt occur , and may have organizational Impli* 
cations^ Span of control, for instance, may have to be reduced in some cases 
to penait this type of interax;tlon. Attitudiaal change is also directly involved, 
ajid this may be the "biggest hangup in instituting this type of program, ibe 
hierarchical system of management is so deeply Imbedded in most of us that major 
psychological changes will be required for whole-heeurted acceptance of many of 
these things. This is vhy a thorough and well thought out program is essential. 
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CIJERICAL AND SUPPORT STAFF 

General Background ^ 

The average tenure for all ^^lerical positions in the Libraries/AVC la one year > 
The holder* of these positions tend to be (l) graduate studept wives, and (2) pro- 
bably overi»ducated for the tasks they per form. The combination of these factors 
poflea a special problem in staff development; especially in the letrger sense of job 
enrlrthment and satisfaction. 

Education 

It is especially essential that this group be made fully cognizant of the formal 
educational opportunities which are a part of zhe benefit package at Purdue, and 
that furthermore, every effort be made to make it possible for all individuals to 
take advantage of these opportunities. It should be a matter of firm policy tc 
insist that supervisors make every effort to alter schedules as is necessary to 
enable personnel to take courses. In cases where there is an apparent insoluble 
conflict, the supervisor should be able to turn to either a clerical pool or 
arrpnge with other units to provide temporary desk ^coverage. To expedite matters, 
tho Task Force reconended that a clerical pool be established to provide tenporary 
corerage for absences occasioned by activity of this tjrpe. 

The Study Teas recosiaends a Staff Developswk^ function should be defined and 
rasponslbllity assl^ed* "^t is farther recoKended that the functions of the Staff 
DerelopMent Office include the capability of adrlsing and counseling staff vho vlsh 
to take fozMl courses « In the exercise of this function, this office should be 
fully cognizant of , and refer staff to, anqh ralosible specialized facilities as ^ 
the Ooldsace Center vith its extensiye testing faollities, PAycbological Serrlces, 
Speech and Hearing Center, and othex^ centers or expertise. This office nould also 
regularly ptibllcize the arailsbility of^^this opporbndty to the entire staff • 

Upvejrd Mobility 

Criteria should be developed to enable the comparison of a non-related degree 
to experience and specialized training. Some specified combination of practical 
experience plus specialized training should be equivalent to a non-related formal 
degree. This is seen as introducing more upward mobility among clerical and service 
stiLff, and should improve long- term morale. The concept of a standsirdized civil 
service tests might be incorporated into the progrmii. 

Supervision 

.'Due to the inherent frustration engf^ndered by the combination of high turn- 
over and a "captive" labor market, the Study Tean feels that it is expedient to 
consider and implement improved methods of supervision on all' levels - this 
recommendation is dealt with at length in the Supervision Section. Here, it is 
important to note that these methods should minimize friction at the interface 
between supervision etnd work staff. An important' part of these "new" techniques , 
is the delegation of some of the supervisor's authority to those being supervised, - 
as mentioned above, most of the staff is quite capable of exercising independent " 
Judgment in the area of their work assignment. As thi^ is implemented, it is 
predicted that Job satisfaction will rise proportionately, as frustration decreases. ^ 
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Because of the high turnover rate, it is especially iinportajn.t to establish a 
detailed and on-going Job training progrejii. v/hile expensive in time and staff 
effort, this seems to be a necessary conccirjnittant to the utilization of cheap 
labor with a high turnover rate. Detailed job manuals should be written for each 
separate Job, ' in consultation with the incumbent and the supervisor. Elements 
which are common to a number of positions should be niade the subject of a formally 
organized and prepared "mini-course'', which can be produced and packaged with the 
a6B. stance of the Audio-Visual Center and the Instructional Media Research Unit and 
used for training purposes. The unique characteristics of each Job, which, may have 
to be communicated first hand to new incumbents, should also be made a part of each 
detailed J6b analysis. Insofar as possible, the performance levels expected in 
each quantifiable aspect should be spelled out explicity and in detail. 

Beyond Orientation 

A recurring theme among the number of ''inputs" to the Task Force has been the 
need for a qonsistent, meaningful and on-going training program for all clerical 
staff. While an inipcrtant segment of thia training should be Job performance orien- 
ted, the equally important element of developing a sense of pride in one's work and 
a good knowledge of how this work relates to the overall Library/AVC effort muat 
not be neglected. It is suggested that ^onit heads devote serious attention to this 
aspect of training. The important point is that the staff t.ember should learn not 
only how their department operates, but should also be informed as to how other 
units function and the overall relationship of all units to the purposes and goals 
of the Libraries/AVC. 

Human Relation Skills • . 

Staff members whose duties bring them into contact with our clientele should 
receive additional training,, and periodic updating, in human relations* skills. 
Since these people conatitute the exposed l/8 of the iceberg" (th« Tftsk Force's 
M*loi3r)f it is especially important that they be aware that they are represent- 
ing the entire library. It is recccimended that an interested committee of supervisors 
troDx all levels (and not chosen arbitrarily) develop ways of implementing this pro- 
gram immediately, A variety of techniquej are available - climate studies^ 
attitudinal change techniques, sensitivity training, role playing, etc., etc. The 
Measxirement and Research Center has Indicated, through Dr. James Derry, that they 
stand ready to assist in this mo^^t -important effort. 

Staff AggQclatlon 

The Task Force coonented that it was intnitlyely evident that the laorale problesuB 
asiong clerical staff can be alleviated to some extent by an improred staff aesoclation 
which better meets their needs* It was recoonended that the association hare its own 
newsletter; free from faculty control, that the association shoiild hare time set aside 
during working hours for meetings « and its publication should be snbsldlzed by the 
l/A7C adslnlstratlon (as is PULSS;* It anticipated that this organization wouli 
provide direction and coheslveness to staff developaent efforts directed toward their 
area. It farther argued that the excess of talent abore can be well applied to this 
important task. 

The Study Team 9 bearing in mind the coonents of other Task Forces and individuals^ 
has recowumded a broadly based Ccuolttee for Staff Concerns which should rerlew these 
matters* 

CQOBninication 



It is noted that man;v of the morale problems In the Libraries/AVC seem to stem 
m Inadequate cQBanmieatlon, and that this is especially true of the Clerical and 
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Service Utaff. All unit a seem to naed more productive and informative mcetingn - 
both on ^ unit level and on a system levci.. People want to know what ifl happening, 
how 1'^ afreets them, and to have the opportunity to apeak out on iSBuefl which 
concf 1 thera. The group session comments and other inputs to the Task Force seem 
to Indicate a perceived unresponsiveness on the part of the Personnel Office toward 
the L/AVC staff. 

On another levels and this is also covered in the section on Supervision, it 
is essential that all supervieors at all levels get out of their offices and talk 
to the staff on a one-to-one basis, a one-to-severai basis, and in vexious other 
modes • While it is perhaps a natural tendency for supervisors to become "desk- 
bound"^ the Task Force feels that real dividends will be experienced by activity of 
this kind - staff will gain an increased sense of community and enterprise with a 
corresponding increase in morale and job satisfaction. 

Junior Frofessionals/Job Audit 

It is evident to the Study Teaaa that a considerable residue of resentment still 
exists regarding the abolition of the position of Junior Professional. The Pro- 
fessional Staff regeurded this function as being supportive of their desire to do 
more "proressional" type work, and the former incumbjenis are dissatisfied both 
because of the consequent loss of status, as well as the loss of real benefits. The 
clerical/service staff who were not Junior Professigflfials still seem to have the 
feeling that they as a group lost something - for Instance, it was theoretically 
possible for them to move into this group, and that capability no longer exists. 

The Sttidy Teaa feels that the "paraprofessional", by whatever name, is an 
integral and important element of the staff of the Libraries/AVC and is due recog- 
nition both in the f orn of status wd benefits. It^ therefore^ reconsends that a 
nerv classification of sniloTaanty between darical/s^rrioe and pmfassional in terms 
of salary^ benefits and responsibilities should be established. This nev classifica* 
tlon nonld consist of several strata of **para-prof essionals" ^vho perfona highly 
skilled, technical and/or semi rprof esslonal functions and should include the OM and 
TAA classifications* 

Grievaace Procedure 

Taking note of present inadequacies in the grierance system the Taigrk Force 
discussed formation of a grierance procedure or eonsftittee liaving clearly defined 
responsibilities, limitations » ud powers* Sereral of these methods are outlixied 
briefly below* It vas decided that no one method would be recoanended, this being 
riewed as an Important decision to be reached by the entire staff* 



Therefore the Study Team jrecrmmends that a isore effective ^stem for grievances 
or complaints shc^ild be established* 

The Task Force suggested the foUovlng possible approaches to a grievance system: 

a) formation of a committee comiposed of representatives from all branches 
and levels of staff excluding the administration » t«e«» Ass*t«/Assoc» 
Directors and the Director. This coBHd.ttee would be elective—the pro- 
cedures for electing to be carefully worked out to ensmre representation 
of all groups* Having received a complaint the ensEmittee would )>e 
authorized to investigate , interview and resseh an enforceabls decision* 
This decialon» along with the reasons fbr having reach lt» wouM be 
reported to the Director* He/She would then have the opportunity to 
O provide any information lAleh might affect the decision ra^hed* How- 

ERJ[C ever, the actual anthcrity to successfulbr settle thr. complaint would 

^Bsamaam vested is the committee* 



4 
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b) Development of procedural, stinictural system. The basic outline for 
this approach is a series of elective canmittaesa Each branch or group 
of the staff would elect a set number of their peers to a committee. 
CompLaints would be brought first to this committee where preliminary 
discussion and investigation would be carried out with the possiblity 
that a solution would be found and the complaint eliminated. If not, 
the complaint wuld be brought to another committee representing a 
broader spectrum of the library staff. The process would be then re- 
peated with the addition of new and differing viewpoints. The number of 
and the structure of the rairious committees would be devised after ex- 
tensive investigation of the Library staff system. However, at some 
point a final, representative committee would reach a binding decision. 

Incorporation of the "grievance committee** into the duties of a new 
position. ITiis position would require a professional, experienced 
personnel manager and education officer with strong organizational develop 
ment, manpower planning, and people sensitivity skills. This approax:h 
liprks from the idea that one person of this nature wuld be more efficient 
and economical than a committee of several members. This person would 
have a Complete working knowledge of the policies of the university euxd 
top library administration. She/He would serve as an intermediary between 
staff and supervisory, and also have a thorotigh knowledge of payroll and 
benefit programs. 



PROFESSIONAL STAFF 
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General Rpmarka 

The professional librarian in the Purdue Libreiries/AVC seems to be enmeshed 
in a strange system which imposes conflicting demands and poses some very difficult 
questions relating to staff development. On the one hand, it la the professed 
attitude of administration that researching and teaching the conrentional modes in a 
high level are deaiderata especially to justify our having "faculty status" - on 
the other hand, it is immediately apparent that professional staff members are re- 
warded in promotion and salary for superior performance in the areas of management, 
supervision, and conventional library duties. It seems evident that if research, 
writing and teaching are to be done, that some of the other demands of the pro- 
fessionals must be subordinated to some degree. 

A factor which presents real difficulties in implementing research programs, 
a:; '.;cll as in pursuing advanced education , is the geographical location of Purdue - 
sister institutions with the required facilities aire a hundred miles or more distant. 
Another factor is the regulation regarding pursuing an advanced degree stated in tbe 
Faculty Handbook - such an effort is strictly taboo. This precludes a very desirable 
activity - cooperation between the Librar ies/AVC and appropriate University depart- 
ments (industrial Management, Industrial Engineering, Education, etc., etc.) whereby 
a candidate could both pursue an advanced degree and do research on problems of 
interest to the Libraries/AVC. This situation has the fui'ther deleterious effect 
of shutting off a potentially valuable source of funding^ since the funding base 
for discipline -oriented research is broader than that available for in-house library 
research. 

oabbatical s 

To the extent that barriers or impediinent 3 to in-house research and study exist, 
it seems desirab^Le to pursue these activities by means of Sabbatical leaves. There 
are certain problems involved here, also. One such problem is the attitude of 
prencnt staff, or a substantial portion of the present staff, that Sabbatical leaves 
in the past have not resulted ir^ benefit;: to the rui-^due Libraries/AVC, since the 
recipients of the«e leares have "been known to leare for greener pa^toraB. Perhaps we 
should adopt the typical view of teaching faculty that these leaves are not specifically 
intended for the iBBedlate benefit of the granting organization , but rather are an 
esaeatial Ingredient in the academicians* career plan which benefits the profession as a 
whole rather than a particular institution. It further seems apparent that an or- 
ganized and or;-going program ol' Sabbatical leaves would enhance job satisfaction 
eveii on the part of professionals who are not participating - the possiblity of a 
reward of this sort would seem to be an important inducement to redirect the 
thinking of cur more junior professional staff toward research and advanced study. 
Th<^ Otudy Teaa hereby ^^oes on record as approving both the principle and the prac- 
tice ^^f Sabbatical leaves as an essential element In the overall staff development 
program for professional staff. 

Relatinf^ to the research problem is the problem of continuing the researcher's 
r.orrnal activlt^':: ■ r ^^siKi.nier.* iur::..' the period t.hc research dene. There 

are several examples to support the contention that this is more feasible, say, in 
department library positions than in general library positions. If it is indeed a 
policy on the part of the Librsury/AVC administration to encourage and pronote 
research activities, a determined effort should be made to increase the flexibility 
of job assignments in these areas that seem to be locked in a UO hour per week 
i O ie. One possibility that suggests itself is to use departmental librarians 
\ERJC not want to do research to provide released time for this activity. 
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Teaching 

The implementation of the teachln^^ function Is somerwhat more difficult. It has 
been suggested tbat our various capabilitlea of subject bibliographers in our field 
of expertise be applied to as many different areas of formal instruction as possible— 
the dra'wback '-.o this is that most teaching profcsftors conaidcr that they have a 
better conKiand of the bibliography of their area than is possible for eji "outsider", 
and are, for the most pcurt, reluctant to turn to the Libraries/AVC for formal 
assistance. This statement is not meant to discount the desirability and possibility 
of each professional librarian's role in interpreting and publicizing the resources 
of the Libraries/AVC to all teaching faculty-'-however, tkls activity .is seen ac 
being at one remove from formal teaching, with consequently lower recognition as 
being a part of the formal instructional effort. In summary, the professional 
librarian's most suitable role wo\ild be that of formal and informal Utftruction 
in the art and science of literature searching, information retrieval and the like, 
with appropriate courses in the literature of particular subjects being offered 
in areas where this acitivity is seen as being <jiesirable and productive. 

Supervision 

A particular professional staJf attitude that struck the Task Force as being 
incongruous is the attitude toward "non-professional" duties, particularly super- 
vision. Most of our professional staff are also supervisors, euid they possibly 
tend to regard this activity as being non-professional. In addition to the effect 
of increasing Job dissatisfaction, this attitude, to the extent that it exists, 
probably is reflected in the cpiality of the actual supervision that is done. We 
view the supervisory eomponept of library professionalism %b not unique to the 
Purdue system, but rather typical of most larger libraries of all types. It seems 
to be high time that supervision, per se, is recognized, as an indispensable part 
of the librarian's professional skills and that this recognition be conveyed by the 
adtattinifltration to all professional librarians in the system. Further, our pro- 
fessional staff shouli be encouraged and supported in the development of these 
skills by formal training both at Purdue and elsewhere, in-house seminars, etc. 
(See the section of this report deali\ig with supervision for more detailed sugges- 
tions.) 

In line with these general observations, the Task Force feels that when filling 
administrative poBltions, emphasis should be placed upon administrative skills, 
rather than traditional bibliographical training. 
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RECOMMEKDATIOWS 

The "Recommendations - General" section immediately following represents 
broad areas where specific action programs are indicated. In some cases, 
these programs will involve lengthy and administratively-difficult procedures^ 
with no appajrent immediate payoff in terms of concrete results, fhe next 
section - "Re<fpmmendationG - Specific" contains recomiendations about 
specific problems opportunities which, in the opinion of the StiBtdy Tettif 
can be addressed imm^ediately. 

Underlying several of the "Reccmmendations ~ General" is the general 
consensus on the par;t of the Stcdgr T^aa that the LilDraries/AVC should begin 
an immediate movement toward a management style based on the applicable 
findings from behavioural research, especially as these findings have been 
modified and implemented in the field of managerial science and techniques, 
Tl:^e reason that no specific recommendation in this area is made is that the 
Stndy T««a does not feel that it has the competence or expertise to prescribe 
^ particular model of a system that will best satisfy the somewhat unique 
needs of a large dcademic library, and further, that the system to be 
devised should be implemented only after very careful deliberation on the 
part of the administration and after they hare availed themselves of the best 
information which it is possible to obtain. We refer the reader to the 
section on "Supervision" and especially to the sub-section on "Participative 
Management" as being examples of two elements that are typically found in 
modern management systems but caution the reader that these do not by any 
means constitute the entire system, 
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GERERAL RECOMMEHDATIO NS 

The Study T«am makoB the folLoiring general recomendatlonfl concerning staff 
dcrvelopment* 

9» The Libraries/AVC shoxxld begin an iiamediate nfccmaftent tovard a aianagement 
style based on the appUcaible findings from beharioral research. 

10, There should be a greater consciousness in recruitment of the desirability 

of building up a wide range of expertise (e.g., SDI, user surveys, historical 
bibliography, interview techniques, citation aaaalysia, specialist literature 
of any kind) as well as subjcw^t backgrounds. This wopuld increase the collec- 
tive competence of the Libraries/AVC staff. Greater faailiarity with and 
exploitation of such specialist knowledge should be dervelopsd ianediately. 

1?. A new classification of employment, between clerical/service and professional 

1x1 terms of salary, benefits and responsibilities sbovLld be established. "Oils ] 
new classification would consist of several strata of "para-prof essionals** who / 
perform highly skilled, technical and/or s^sil-professional functions and shoiiM 
Include the OAA and TAA claasificatlons. 

27. CoMttlttee for Staff Concerns 

(a) Irtiere is a need for a staff concerns comaittee to examine matters of 
aupervislon, personnel policies, staff development, and working con- 
ditions. 

(b) The Stxidy Team would see the comaittee as reporting to the Director 
and also acting in an advisory capacity in personnel matters j 
This cowlttee shoulji be broadly based. 

It is suggested that we start with an elected interim ccimalttee with 
two functiona; 

1. Devise a suitable permanent committee(8) based in part upon the 

findings of the study. 
2« Handle such urgent assignmentG as are referred to it. 

58, Libraries/AVC staff shoWjd be trained in setting performance goals. Written 
statements of such goals are reconmended as well as the evaluation of staff 
In the achievement of these goals. 

28. Problem-oriented and discussion-type mcfetings involving all lervels of staff 
should be Instituted to deal with the ^'ariety of ccnmmications and under«^ 
standing problems turned up by this study. 

^1, A program to incrase the knowledge of all functions cmd departments of tht» 
Libraries/AVC among all staff should be designed and implemented. 

During the Bto&y there has been considerable evidence of inadequate knowledge 
of policies relating to salaries, benefits and personnel policies. It is recom- 
mended that a high priority be given tp the better communication of th©se matters 
and to the more effective reoiedying of misconceptions. In particular, an 
^ employee handbook should be developed to include information on: 

--Libraries/AVC table of organization; 
--Library administration; 
--Library units and thoir functions; 
O ^ r-tfcig^0 <^ benefits including grievanco procedures; 

ERJC —Procedure for enrolling in classes; 

— Bxplanaticn of service credit. 
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6fli The Llbrarle«/AVC should move tovards a policy of making peraonnel files 
arailsble to IndiTidu&ls concerxied, 

69^ A more effectire syBtaa for grlervancee or coB^Jlaints should be established* 

9L Greater attention should be glren to staff dbTtflopnent, both by encouraging 
self-imprcveaent and by providing assifltance as appropriate. Not only does 
the Libraries/AVC onploy over 200 staff, but these staff depends very directly 
on the akillB and effectiveness of our staff. A staff development function 
should be defined and responsibility assigned, irith a specific charge to: 

a. e^qpand the developcsetzt of the individual staff member through increased 
ovareness and utilization of available programs and benefits, and 

b. preparing and administering new programs Jjn on-the«job training. 

92« Training programs in the area of human relations should be started to improve 
our skills, particularly those staff show duties bring them into direct con- 
tf^t vith the clientele of the Libraries/AVC # 

9k • The possibility of scholarships and/or released time vlth pay for clerical 
and service staff to gain additional formal qualifications in Job-related 
areas should be explored, 

9^ A wrk-study program in library science for clerical and service staff should 
be instituted. 

9& The opportunities for taking courses, vhlch ve regard as a part of the benefit 
packac(e attendant to enployaent at Purdue, should be extended to €l11 staff on 
an equal basis and, fuirther, erven be encouraged by the introduction of more 
flexibility in Job asslgMents, establish of a clerical pool to cover desks 
during lneunibent*s absence for this purpose, etc* 

99 • The Study Team drairs attention to the problems of finding the cpportimlty 

*'to conduct research, to vrlte, or to attend cosrtinulng education seminars^ 
^ ^en there is a heavy pressure of professional duties (including adminis- 
trative duties), and that seme aspects of faculty status, namely criteria 
for promotions and tenure > make this problem more critical. A deliberate 
effort should be made to release professional staff, particularly in the 
lover ranks, from structured schedules so tbat research can be pursued* 

100 Sabbatical leaves for the purpose of stiidy and research should be encouraged 
and promoted among interested professional staff. 

10^ • The Study Team identified the quality of supervision as a matter of major 
importance. We recoBnend |that the design and implSDientatlon of suitable 
programs for the various ^^^ps of staff be given a high prioit^.ty anf fur- 
ther that these programs be tailored to specific Libraries/AVC needs." After 
the initial pilot stages are completed, successful ccoipletion of the appro- 
priate course should be expected of all staff, both professional and clerical, 
nho have any supervisory duties whatsoever. 
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106* Libraries/AVC should Institute a more formal program of orientation^ 

information and job-related educationa There are two facets of this recom- 
mandatitfn: 

a, the establishment of an Office of Orientation and Education, and 

b, the establishement of a continuing program of education and training 
in supeanriaory skills tailored to the needs of the Libraries/AVC • 
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SPECIFIC RECOMMEJOATIONS 

The Study Team niakes the foUovlng specific recoataeadations* 

lU. Statements were made relating to the dcBirability of backup personnel, both 
for corerlng desks when regular incumbents are absent due to illness or va- 
cations , and covering positions when an incumbent is pursuing educational 
benefits. It would seem highly desirable alther to establish a "labor pool", 
or, to increase the flexibility of assigZDdotents to the point where these needs 
can be served. Flexible aasigments would bImo have the desirable effect of 
improving inter-Kiepartmental cccnxamication* 

15. Several groups noted that they are frequently aakftd to do work which they 

regard as work more suitably performed by groups outside of the Libraries/AVC 
(paHiiculaxly, Physical Plant for moving furniture and other physical labor 
including Jardtorial tasks). The administrative procedures necessary to 
obtain help frop Physical Plant shouM be refined to make this more practical^ 
and all supervisors should be apprised of this. 

57. Supervisors should make every attempt to keep rules uniform; when this is 
impossible or Impractical, exceptions should be made in such a manner that 
it does not make the supervisee "lose face.** 

96. A general deficiency in the machinery for upward mobility was noted. The Study 

Team recoamiends that the possibility of hiring most new personnel at a Low 

level (clerk 2, for instance), wtjih the higher level positions to be filled 
by pro!notion from the ranks, be considered. 
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CHAPTER DC 



LEADERSHIP AND SUPERVISION 



This chapter Is based on the report of the Taak Force on LeaderBhlj) 
and Buperriilon, MiBBJbershlp of the Task Force vas Kuatx, Plniellk, 
C» Stafford, Chairperson, .and M« Zuravskl* 



This rerlev of Llbrarles/XVC Aanagenent In the superrlslon and 
leadership vas based on six principles: 

1) Responsibility for leadership and supervision approaches 
in the Librariea/AVC should be clearly defined; 

2) Leadership processes used should be positive, and designed to 
nalntain high staff morale euid effectiveness iri the Libararles/AVC i 

3) Effective motivational forces should be used by supervi^orfi 
through the Llbraxies/AVC; 

k) Decision making throughout the Librariea/AVC should be effective 
and lead to prompt action; 

5) Staffing patterns should assure that effective supervision 

and leadership are provided to critical Libreirlea/AVC programs; 

6) Leadeifship and supervision should be effective in conveying purpose 
throughout the system and in mobilizing resources constructively. 



Follovlng is a dlscuJilon of the present situation. 
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The firot principle to consider is that the refiponsibiiity for leadership 
and supervision approaches in the Libraries/AVC should be clearly assigned. Our 
findings indicate that*there are responsible and dedicated leaders. and supervi- 
mta in the Libraries/AVC. However there are varying degrees of leadership 
and competency of supervision. This is in a large part due to the general lack 
of preparation of the professional staff as supervisors. This problem of lack 
of training is Intensified by the uncertainty of the individual supervisor's 
responsibilities and his/her place in the chain of command. This is especieLLly 
evident in the middle supervisory level. 

Permeating the two above Hnentioned problems is the clogged, intermittent 
and faulty lines of communication \^ich prevent fast dispersal of information. 
In addition, there is a general lack of any foriLXL method of checking the 
effectiveness of the conmninications channels. If the above conditions are not 
remedied, the only outcome will be an increasingly sluggish bureaucracy that 
fails to provide the information needs of the University. 

The second principle is that the leadership processes used should be 
positive and designed to maintain high staff morale and effectiveness In the 
Libraries/AVC. A reasonable degree of trust and confidence exists between the, 
otaff toward their supervisors and vice versa. However, the staff does not 
believe that this trust is wholeheartedly returned. Thus, one can perceive the 
beginning of distrust toward the supervisors. This is additionally evident by 
the fact that an appreciable minority felt that their supervisor was not a 
leader. This should be viewed as especially serious in those units vrtiere non- 
supervisors are viewed as leaders and supervisor is not. 

The problem with the supervisor not being tinzsted is that he/she will have 
extreme difficulty in getting his/her staff to Initiate the communications neces- 
sary for producing the information needed to allocate the unit's resources and pro- 
vide the requested services. If the supervisor is not viewed as a leader, new 
methods of accomplishing the requested services will be difficult to implement. 
Artother problem with the supei^iscr not being viewed as a leader is that in dif- 
ficult and high stress conditions, a strong leader can often maintain a high 
staff moral* to help surmount tho difficulties. A supervisor who is viewed as a 
non-leader might compound his/her problems and difficulties in trying to over- 
come the bad conditions. 

In examinir the third principle that effective motivational forces should be 
used by supervisors throughout the Libraries/AVC, the Task Force found from the in- 
formation obtained from the questionnaire that effective motivational forces are 
used laoderately in the management of the Libraries/AVC. The evaluation of a ques- 
tionnaire is especially difficult when dealing with abstract concepts such as moti- 
vation, goals leadership, and staff attitudes^ (Unfortunately, the interpreter's 
view is always present in *any evaluation.) Several of the criteria used to deter- 
mine motlv^atlonal forces fell short of the acceptable range. Therefore, the Task 
Force believes that this was a ref lectiori\of a moderate usage of positive motiva- 
tional forces. 

The Task Force's interpretation of three key motivational factors — possibility 
for ad^'-ancement , variety, and pay--appears to be negative in tone. A substantial 
number of the Libraries/AVC staff feel that their possibility for advancement is 
O yerly limited, if not, in fact, non-existent. A considerable number of staff 
ERJC ft bored because of a lack of variety in their Jobs. Feelings about pay were 
"■^nerally less negative laut ther^ is substantial discontent noticeable. 
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The TasK Force's present rather pesBlmlstlc feelings concerning the Libraries/AVC' 
use of effectlre notivational forces are reinforced Xny canments' added to the qws- 

tlonnaire by the staff. The comments, varying in length from a word to several 
paragraphs^'' are difricult to enumerate .and interpret in a few words. A few para- 
phrased and' edited examples may convey the tone of them - lack of effective? 
grievajice procedures, very negative comments about the job audit, necessity for 
better trained supervisors. Thus, appears that at the present, Lib!raries/AVC 
does have, seme potentially serious managerial problems. However, one factoli* must 
be stressed here. This factor is the reservoir of potential good will of the 
Libraries/AVC staff toward the orgarlization. We feel that if the l>ibraries/AVC 
moves quickly to begin the process of correcting the various situations and condi- 
tions which pc(r tend serious managerial problems, this latent reservoir of good 
will c^n be drawn on as a source of energy in accomplishing the repair and 
renovatiqn and this reservoir can also act as a basis from which to launch a 
renewed drive towards increasing the quality and quantity of the services 
offered by the Libraries/AVC. 

•Tbe. fourth principle is decision making throughout the Libraries/AVC should 
be effective and lead to prompt action. \ \^ei) we reviewed this, we discovered that 
the *'Chain of Command" upward is clearly defined, but some deficiencies exist in 
the opposite and linear directions with resultant faulty communication. Some 
respondents felt that a lack of feeling of unity and cooperation among the staff 
contributes to thi^ but that there has been a degree of improvement within the 
last year, A fey^espondents voiced the opinion that a lack of feedback frcm the 
top administrative levels. on suggestions made by faculty resulted in poor morale 
in th^ professional staff. This m^y point out that "prompt action" in decision 
making is not currently conspicubus. Generally, all staff members should be made 
to feel that their suggestionT^are appreciated and at least to be considered; 
recognition foi* input, in the form of suggestions, is often self -motivating to 
the staff. A follow-up consultation or explanation of the decision should be 
considered essential by supervisors euid necessary to furthering open communications. 

Decisions regarding unit procedures is a sensitive area. Not enough innova- 
tion is allowed in routine procedures. There was also a great deal of feeling ' 
expressed that the person performing a specific task be allowed to make decisions 
relating to the mechanics of the task performances; he/she is often the most 
reliable source of information regarding aspects of the task which are not always 
obvious to a supervisor. Flexibility in the performance of routine tasks can and 
often does lead to more efficient operations. 

The Task Force found a general feeling of lack of team-work among the various 
departments, units, etc., and at the same time a belief that team spirit is necessary 
for maximum efficiency. The Libraries/AVC needs a staff that is workltig toward d 
comoion goal^ and knows and understands- that each person, each department and section 
can achieve that goal best by cooperation. Along with this, the Individual must be 
made to feel that his/her effort is necessary and appreciated. Supervisors can and 
must foster self-esteem among the staff, which should, in turn, foster Individual 
motivation and improve cooperativeness. A true feeling of team-work can be achieved 
only when each individual's part Is evident in the plan, and each individual believes 
that he/she is a vital part, recognized for his/her efforts. 



When the Task Force rerlewod the fifth principle that at effing patternfl should 
anffure that effective supervision and leadership are provided to critical Lihraries/ 
AVC prograaifl, staffing patterns aaong the professional and supervisory employees 
were found to be favorable, vith the possible exception that a majority of 
supervisors felt they needed aiore knowledge of managsnient techniques* The Task 
Force felt that the support staff as well could benefit by expanded understand* 
ing of management expectations in general, for the gfood of the overall system* 
Generally speaking, all personnel^ and supervisors in partictilar, would benefit 
from an expanded training prograa* All supervisory positions should require the 
completion of a management course on the part of the applicant or current 
position-holder. Many supervisors were found to be vell-intentloaed but felt 
unknowledgeable about management techniques • 

Staffing patterns of non-supervisory support personnel seem much more 
unsatisfactory. A high turn-over rate is viewed by supervisors as a threat 
to efficiency; while the saaae hi^ turn-over jobs are vielred^by suppor staff as 
uachallenging and lacking in variety, responsibility and possibility for 
advancement . Some fcrs; of recognition for merit ir badly needed in the systam. 
Positions within areas sosaetimes vaiy little in job level, which creates a 
lack of potential reward for added training or effort* Individual euper** 
visors have little or no authority in granting rewards for their staff, i»e., 
pay, promotion, etc, whereas, those who have authority do not know of out- 
standing individizal efforts. In order to busaAixe the system, we must let 
the individual know that those he/sh« works with every day recognize 
his/^er talents and efforts to do a better Job. 

The support staff feele they should receive a more encompass In^ training 
program given in the same form as the present orientation coxirae: a description 
of the Librarles/AVC sycteru mid its parts, how to talk on the phone and with pations 
and faculty, what Libraries/AVC nuinagement expec-ce I'rcm'them in the performance of 
their duties, etc, lliis idea of an expanded central training program was also 
suggested by some supervisors as a method of cutting down on time spent by them for 
training and m a method of promoting an additional feeling of belonging to the 
whole organization. 



When the Task Force considered the sixth principle that leadership and super- 
vision should be effective in conveying purpose throu^^ut the system and in mobil* 
izin^ available resources constructively, they found that at present it seems that 
the supervisory energies are mainly focused on completing the Libraries/AVC activ- 
ities and very litt]>e energy is going into the satisfaction of the needs of the 
staff, Thi« in part wouM seem to account for some of the moral-c problem^a evident 
In the Llbraries/AVC. One of the main reasons little emphasis is placed on staff 
need satisfaction is that the administrative staff lacks supervisory training on how 
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to p;o about fulfilling Btaff -needs or e\en how tSi) detemine Bt&ff -needs. It 
Bhould, though, be stressed that the major component of a stcLff member's pro- 
ductivity should be the accomplishment of the Libraries/AVC activities. There 
is^ however, strong Indications of the need of insuring that a person's Job ie 
not entirely confined to routine tasks* This does not mean that routine tanks 
would be ell^^ , but it does mean that non-routine tasks shonlri he parceled 

cut to all staff members. 

A second facet of this principle is that aucaeas of supervision is measured 
and rewsirded on the basis of the opportunities provided for staff growth along with 
achievement cf the Libraries/AVC goeO-S. Unfortunately, the Libraries/AVC is lacking 
formally recorded goals on which to measure the performance of the various units* 
This lack of formally stated goals for various units creates a lack of guidance as 
well as not giving a clear means of attempting to measure the performance of the 
units. However, if the supervisor were rewarded for his/her unit meeting or sur- 
pasfling the unit's goals, and these goals were only concerned with performance and 
did not inclu/ie the concept of personal development of each individual staff member 
in the unit (the supervisor included), there exists the potential of future labor- 
manpgement trouble. In addition, trouble would also be certain if the supervisor 
were the only one rewarded for the unit meeting or surpassing its goals. This 
trouble would take tne form of a low motivated, insecure and unproductive staff. 
If there is a lack of the above-listed qualities in any staff member, this l^ck 
detracts from the overall ability of the Libraries/AVC to fulfill both quantity 
and quality of the services demanded of and supplied by the Libraries/AVC. 

Another consideration ^'hin pT-^nciple is that tne supervisor's primary task 
IB mediating the conflict between organizational goale and individual needs and 
desires. At the present time, this is not being done in the Libraries/AVC in aiiy 
organized fashion. This is due to three major reasons. The first i« ,l:he lack of 
formal goal°; the second ia the lack of time on the part of the supervisors; and 
the thJ.rd ie the lack of training of the supervisors on how to identify an indi- 
vidual staff member's needs euad des'^ires and how to relate these needs and desires 
to the organizational goals. 



RFXJOTv^NMTIONS 

1. Oar first recommendation is that the Libraries/AVC should mnve to have its 
orgajiization st-^ir-turp along more funouiunal lines. This would require the 
racr^ement of non-homogeneouj services (internal or external), which are under the 
responsibility of one unit, w other units which have the responsibility for the 
services which are homogeneous with their own services. This would allow anxi 
require supervisors to concentrate their expertise in very related areas and limit 
the duplication of energies and responsibilities- 
There are two divirtendfi to the Librari es/AVC for havir^ a functional organi- 
zation. The first is th'it the responsibility of homogeneou3 sei-vices will reside 
in one unit and decisions about these services can be made that will maintain the 
uniformity of the «f»i^ices, as well as reduce the number of people consulted to 
make ^he declsioni. The second dividend is that when another unit needs a service, 
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the supervisor o? the unit will know where to go for the service his/her ujiit 
needs and will not require the duplication of the service. 

A second aspect of this functional organization is that the Job description 
should conform to the requirements that the supervisor places on the people filling 
the position as well as the requirement.r» really necessary to do the work. There 
does seem to be some discrepancies at present ^ in particular in regard to the 
level of education requested for some jobs. This type of discrepancy as well as 
others create morale problems which very definitely cause problems for supervisors 
in being able to ^sure that the services are provided. This morale problem arises 
because of two reasons. The first reason is that due to the failure to get the 
job level up to the proper pay levels the people in the position feel they eire 
victims of discrimination. The second reason is that unspecified requirements or 
requirements unnecessarily high will block good people who do net have the requested 
levels of requirements for one reason or the other* This will prevent the afore- 
mentioned people from being able to advance to higher paying positions. This will 
create frustration^ hard feelings and jealousy which generate tension end destroy 
the unit's ability to provide its services. 

Our second recommendation is that the Libraries/AVC proceed to write and con- 
tinuouBly review the Libraries/AVC ' s policies and procedures necessary for providing 
the services of the Libraries/AVC. There are fom^ reasons for this recommendation. 
The first is that it would provide the necessary infcrtmation for the Supervisors 
to develop their training routines for their employee^.. The second reason Is that 
supervisors would have a public definition as ^o what and how the Services of their 
units were to be performed. This would allow the supervisee to have some method of 
requesting further definition as to what was required of him/her in regard to various 
aspects of his/her work. The third reason is that it i«oulcl provide a continuity 
of operation within the unit as well across units. Proce^dijcres and policies 
will be defined and open for discussion artd review as to whether the Overall 
Libraries/AVC system is providing the i^ervices needed and/or requested by the users 
of tne Libraries/AVC. Tlie fourth reason is that the policies and procedures are 
sgme of the more important basic inform.ation needed by the Librajries/AVC to begin 
to asaesjl^ and measure the quality and quantity of the services provided by the 
LibrarieaVAVC. 

3- Our third recommendation is that the Libraries/AVC should institute a 
program of orientation, information and Job-related education for the entire 
library staff. The main thiust of this program would be to provide orientation, 
information and specialized instruccion for new staff members and continuing edu- 
cation and professional er.richment for all staff members. This education could 
take the form of personalized instruction, informal discussion groups, formal 
workshops, seminars, lectures and short courses. The resource pccpl':: /"or the 
above-mentioned educational programs could come from the library staff, other 
i^iverslty staff and outside speaker.s and lecturers--finances permitting. Perhaps 
one point should be stressed and this point is that the orientation, information 
and education should not only be for guiding the individual to operate as an optimal 
member of the Libraries/AVC staff, but also to rT)erate as a member of the Univer- 
sity staff. 

One area of "great importance is the eaucation of the aanag^aent staff in 
effective superrlBory techniqueB. The developMnt of eultable courses designed 
te improve the quAlity of wperriiion is seen a« a matter of major importance. 
COKpletion of aa «ppropriate course should be expected of aU supervisor s. 
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A second area of equal importance is the orientation and job-related education 
of ataff people in new positions and of the entire Staff on policies and procedures. 
Tills area is of guoh prime importance that ve feel a nev position should be created* 
This position is that of Orientation and Education Officer who would report to the' 
Personnel Office. The responsibilities of this position would be to determine what 
the needs of the Libraries/AVC are In regard to orientation and education of its 
staff, formulation of an overall plan to fiflfill these needs, and with the aid and 
cooperation of the supervisors of varioua units produce the necessary programs to 
fulfill the orientation and educational needs of the staff of the Libraries/AVC. 

We feel there is one important consideration in regard to how much and to whom 
this education is given. This consideration is that of the length of time the 
employee is here or is expected to remain within the system- We are of the opinion 
that the quantity and complexity of the education should be related to the above- 
mentioned consideratlei. . 

U. In order to facilitate communication of the Libraries/AVC goals, and to 
provide a method of assessing how the Libraries/AVC staff is meeting these goals, we 
recommend an evaluation of each staff member at least annually. This evaluation 
should take the fern of a development review of all professional, administrative, 
and Support staff performances. One facet we feel is especially important to assess 
is the development of managerial ability of supervisors on all levels* Methods 
should be developed so that the supervisee can have the opportunity to provide 
input on the supervisor's managerial methods at this time. We feel that this 
recommendation will promote communication and participation in management through- 
out the Libraries/AVC system but will be of particular value in units with wide 
areas of responsibility and large staffs. 



5. In general^ the clerical/aerrlce Btaff feela It haa little opportunity for 
inptrt istto the 5jpt«i fbr the rarloua reaaons giren prerloualy* In thia regard 
ve aiicK«st the creation of a Ca«d.ttee for Staff Conctma. The main responai- 
bilitiea of thia group ahall be the aurveying, th« diacuaaing and the report- 
ing of reccOTaandationfl to the Director in natters of attperrlalony pereonnel 
pcliciea, ataff derelopBent and mrklng conditlona. A Long-range goal of the 
Cowalttee wuld be the eatabliahaent of a netwrk of cooperation aaong all 
ataff aaaobera axid an increased airarenefis of clerlcal/aenrlce MOtirational 
factora on the part of the Llbrariea/AVC admlnlatratiTe and a^5>errlaory 
personnel* 

6. In order to aid recooaaendation nuaaber 3 > it is rec<»ended that there be 
eatabliahed a labor pool Tihlch ccmld be uaed to back up the varioua units when 
aone per eon was aick or attending training* fhia wold require the fonmilatlon 
of priorities so as to determine which unit and condition had flrat draw on this 
pool. It is felt that this pool would leaaen the effect of the interrupted 
serrice during orientation, education, maternity leav^e^ or otlfer temporary 
abaences. However, it is recognized that there are serersl practical problems 
inrolved in iapleaenting this. 
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RECOMMENDATIONS 

Tho Study Team identifiei the quality of miperrl^ion as a matter of major 
Importance and matkee the folloving recommendations* 

5. The Llbraries/AVC should structure its organization along more functlonaJ. 
lines. A study should be made to determine priorities and locations inhere 
regrouping of related and /or similar functions can be achiered, including 
the Audio-Visua]. Center, 

55» Hiere should be a program fop preparing, discussing, recording, distributing, 
publicizing, and reviewing policies. The policies shoulH be reviewed on an 
annual basis to ensure that they reflect the range cuid type of services the 
Libraries/AVC should be providing. 

106, The Libraries/AVC should institute a more formal program of orientation, infor- 
mation emd Job-related education. There cure two faucets of this recommendation; 

a. the establishment of an Office of Orientation and Education, and 

b. the establishment of a continuing program of education and training in 
supervisory skills tailored to the needs of the Libraries/AVC. 

101, There should be a developBient review made annually of all individual perform- 
ances including managerial abilities. 

27. Comailttee on Staff Concerns 

Xa) There is a need for a «taff concerns committee to examine matters of 
supervision, personnel policies, staff development, and working con- 
dltionSr 

(b) The Study Team would see the committee as reporting to the Director 
and also acting in an advisory capacity in personnel matters, 

(c) This cofflDoittee should be broadly based, 

(d) It is suggested that we start with an elected interim coramittee with 
two functions: 

1* Devise a suitable permanent committee (s) based in part upon the 

findings of the study, 
2. HaiKlle such urgent assignments as are r^erred to it, 

l4. Statements were made relating to the desirability of backup personnel, both 
for covering desk when regular incumbents are absent due to illness or vaca- 
tions, and covering posltlona when an incunibent is pursuing educational bene- 
fits. It would seem highly desirable either to establish a "labor pool", ot 
to incrase the flexibility of assignments to the point where these needs can 
be served. Flexible assignments would also have the desirable effect of 
improving inter-departmental cosmmmication. 



In addition, attention is drawn to the recaranandations made in Chapter VIII: 
Staff Developmen t and Chapter X: Personnel , 
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CflAP^rEE X 



PERSONNEL 



Thia chapter 1b based on the report of the Taak Force on Personnel. Maaber- 
ship of the Task Force vas J. BaMke, Chairperson, M*. Olbbfi, H. Graf, R. Long and 
M« Riady. In addition to rerleiring the appropriate section >of the Study Manual 
anfl examining other matiriala, the Task Force interviewed Ks. K« M» Markee, 
Personnel Librarian, and J, Qantz, M« Drayer and B. Buche of the University 
Personnel AdministFttion. 

In addition fiv^ sets of data were supplied by the University Personnel 
AdMinlstration concerning the composition and remuneration of different levels 
©f clerical and service staff, l^erous other data were acquired from a variety 
of other sources including a questionnaire concerning staff characteristics. 
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FERSCmEL ADMINISTRATION 

"Good pereonnei administration help^' individuala to utilize their capacities to 
the full and to attain not only maximum individual satisfaction frcci their work 
but also satisfaction as part of a work Rroup/'^ The personnel administrator should 
perform sevtwral important functlonb: (1) the provlBion of persormel procedures and 
services as an aid to oupervisors in getting moie effective results with the people 
in their work groups. Among these procedures and services are job d^sorlptionS; 
recruitment, interviewing and testing, orientation programs, tralrvljrM porogramQ, 
wa^e and aalary survfiye and their administration, and development of eaployee benefit 
prograuM* (2) The development and updating of maxvpowet plaiis to meet the organiza- 
tion's needs. (3) The study of indicators of personnel problems abaenteeiam, 
accidents, hl^ turnover, grievances, etc* 

Skills Needed by ^ the Personnel Administrator 

The personnel administrator must first of all have a thorough understanding of 
majiagement ^t^c!piiq.ues- Other skills needed are "the ability to establish mutual 
trust and respect, the ability tA 'i-ecognize and respect individual differences 
and thle ability to establish and maintain a motivational environment" .2 

Role of I^raonnel Within the Organizatign 

In most Targe organizations the personnel administrator served as a staff 
specialist; that is^ he offers advice, service and consultation with respect to 
managerial f\anction8 that directly involve the line maneiger (supervisor) and his 
work grcjup. i!ht line managers are those who have complete responsibility for the 
results achieved by the people in their unit. 

Personnel Administration at Purdue University 

The .Department of Personnel Administration in conjunction with the Clerical 
and Service Personnel Committee establishes policies and procedur^lQ^which are to be 
,applied uniformly for all clerical and service staff in all departments of the 
University, The Department of Personnel Administration provides a centralized 
recruiting service^ provides a testing service, develops wage and salary scales, 
efltabliflhes service credit, maintains employee records, provides skills training 
typing, shorthand, etc., and establishes the employee benefit program. 

The Libraries/AVC Personnel Office was established on February 1, I962 to 
provide assistance to l/AVC management. No other depfiurtment on f^ampus has a 
personnel officer j busiiico^. representatives n^ndle many non-hiring personnel activities 
in the other departments. 

Jn addition to the duties associated with recruitment of Clerical, service, eind 
student staff, the L/AVC Personnel Officer iperforma the administrative functions 
involved in recruiting professional staff. These duties include handling correspon- 
dency, placing advertisements^ maintaining files of possible candidates, and 
scheduling intorviewB . >^ 



^ Paul Pigors. Personnel Adminiatration . 6th ed. McGraw-Hill, 1969- P- 30 

0. G. Dalaba. "The dual responsibilities ct ui'-^naging huunan resources^' Indiana 
University Graduate School of Business, Busjress Horizons , vol, 15, no. 6 
O ber 1972 p. kh-h^ 

^§iy,i[^frcm Joseph M. Dagnese, Director, L/AVC, May 17, 1972. 
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The vaxloufl areas of staff concerns are arranged in alphabetical order. 
Cong;iunlcatlonfl 

A coBBiunication problem wa:^ found to pervade every aspect of personnel 
administration. The resulting confusion creates frustration and misconceptions on 
tht pixt of employees in dealing with university policies and procedures, many of 
which 4rjj_qjiite clearly spelled out. This communication gap begins with top manage- 
a«nt and seeps down to the lowest level of orRanization. 

In our interviews with the Library Personnel Officer and the University 
Personnel Administration we found discrepancies regarding the intex»^e1«tion and 
implementation of personnel practices. For example each office assUjiliM that the 
other insures correct beginning service credit. However, to insure correct service 
credit Personnel Administration must know what Job the appllcaht is 'filling and 
whether, if in the opinion of the supervisor and l/AVC Personnel the applicant's 
experience has received the credit it deserves. The Task Force believes that a closer 
working relationship between the Library Personnel Officer and University Personnel 
Administration would benefit L/AVC employees by eliminating confusion and miscon- 
ceptions concerning policies and procedures, and by eradicating the proverbial 
**run-arouhd" • Periodic meetings eure one means of moving in this direction. Itorough 
the eixchange of ideas, the airing of libretry personnel problems and the reviewing 
of the la,^eet developments in the personnel field, both offices can function more 
consistently euid ccntpletely. 

Because of the volume of employees referred by the L/AVC personnel, the office 
has relied on supervisors to answer many employee questions. Although this is an 
accepted means of handling the situation, supervisors are not prepared for the role 
of intermediary, and often are not even aware of this duty which they are expected 
to perform. In many cases the supervisor receives the some memo as staff, and is 
expected to clarify and interpret policies without the prqper background or added 
explanation. Consequently employees do not receive consistent infoirmation concern- 
ing policies and procedures. As a result the employee is often uninformed or even 
misled concerning library policies and benefits. 

The Stadtjr Tem urges the development of a manual for supervisors. This manual 
shoiild include information on techniques of interviewing, an explanation of employee 
benefit programs, wage and salary administration, termination procedures and any 
other information which would help the supervisor In day-to-day relationships with 
staff. The st^pervisor ' s responsibilities to the new employee should be detailed. 
For exsiaple many supervisors are unaware of what Information is given to the new 
employee by L/aVC Personnel and what needs to be explained by the supervisor. 
Policy sources should be referenced and the manual up-dated yearly. References 
such as the Business Procedures Manual should be placed where employees have easy 
access to them. 

On the first Say of work, each new emgloyee is given the booklet. You and 
Purdue * Because thrfl handbook is intended for all Purdue University clerical and 
service staff, it deals mainly with general university policies and doesnH provide 
specific L/A^C information. Consequently the policies are vague, paraphrased and 
unreferenced] thus providing the employee little opportunity to interpret policies 
according to the individual situation. 



To further insure that each employee receives consistent answers to questions 
concerning l/AVC policies and benefits as well as to save valuable time on the part 
'f both the Personnel Officer and the employee's supervisor, the 8t«4jr T^im recommends 



that a handbook be designed to meet the needs of L/AVC employees. This handbook 0001 
should Include infortnatlon regarding the L/AVC table of organization, library offices, 
units and their functiona, wages^ bene*it8, the grievance procedure, and the sources 
of the above inf9Jl£ation. 

: .-..-"^^-tiTlSition each staff member c f the L/avC should be given a current directory 

of staff members which should include each staff member, his or her position, 
department and phone number. The Task Force feels that such a directory would facili- 
tate comMinicatlon between departments by aiding staff members in leeurning whom to 
contact for unusual problems or questions, 

Furthermore the Task Force proposes the establishment of a committee to examine 
areas suitable for a staff lounge which would be available to all levels of staff and 
easily accessible to the majority of members, A staff lounge would be em ideal place 
to post personnel policies, announcements and unfilled positions of interest to both 
support and professiorial staff. Although pertinent policies and vacancies are 
currently posted In the L/AVC Feraonnel Office, It is felt that the alze of the office 
limits the available bulletin board space and the geographic placement prevents 
many employees from keeping up with the latest postings. Iftitil a lounge has been 
located, it is suggested that the order unit serve as a temporary location for the 
posting of professional vacancies since most professionals have business there. 
A bulletin board in the first floor circulation workroom could cerve a similar 
psrpow for OT|V«0t al«>T# ( iplg t 8inM tht 7«pOT« ^ fMk Wmmp pas^isional 
VMMOlM fwre l^een pofed in trie Order Unit and ttnirersity support staff racancles 
posted In seven Locations,) 

Acoess to Personnel Files 

It is the unwritten policy of University Personnel Administration not to release 
employee files which contain a history of employment and wage record to anyone 
without a court order. On the other hand much of this information has been put 
on the computer and is available in condensed form to the individual who requests 
it in writing 

It was the opinion of the Task Force that continued confidentiality of Libraries /AVC 
personnel flies serre no purpose and that open files mold encourage objective, fair 
and constructive evaluations and reeoasMndatlons of professional ud nofi-profftsslonal 
staff. The Task Force also believed that open files noald allov individuals an 
opportunity to respond to erldenee stAmltted to their files. 

Therefore the Personnel Task For ce'fe^MMnded that^iEt Pefienhel OfH-ce^ 
make available to individuals of the professional and non-professional staff their 
file during regular business hours. To ease the transition from secrecy to non- 
secrecy and to reassure those who submitted information in confidence, the Task 
Force further recoBiisndedt 

(a) Ihe creation of an appointment file for each staff member to 
include letters of recommendationj^ transcripts and other 
confidential records utilized for the purpose of evaluation 
for appointment. Access to this file woiad be limited to the 
appropriate persons involved in^ the selection process. After 
appointment this file would be lljni%ed to the library adminis- 
tration and the personnel librarian. 

(b) The creation of a personnel file for each staff member to 
contain documents submitted to the file after initial appoint- 
ment. Access to the personnel file shall be limited to the 
individual staff member, library administration, the Personnel 

nznn Dxigan, Personnel Administration 
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Librarian, promotions and terxure coiTimj.ttees and the appropriate super-- 
vleorB* IJpon the written permission of the staff raem'ber, the file may 
"be released to another party or parties. 

(c) That letters of reference, solicited or unsolicited, received eifter 
July 1, 1973 he regarded as non- confidential. 

It was the intent of these reconunendations that after a period of time, for 
example, one year, these files be combined into a singLs file available to the 
Individual concerned, library adislnlstratlon, the Personnel Librarian, promotions 
axid tenure committees and appropriate supervisors. 

The Study Team, reviewing these recommendations in the light of subsequent 
disciiBcions, makes the following recommendation; that the Librarles/AVC should 
move toward a policy of makiiig persorjiel files available to Indlvidvials concerned. 



In case o"^ complaints, grievances, or questions regarding their employment, the 
clerical and service staff should follow the organizational structure of the Libraries/ 
AVC In seeking solutions. However, It is recognized that because of particular 
circumstances or because of the nature of the problem itself, ptaff members may 
be unable or unwilling to approach superiors for answers or solutions. Also, super- 
visors, department heads, and administrators njiay not provide answers that are 
deemed satisfau^otyr. In such Instances, the ITnlverslty Complaint and Grievance Procedure 
is available, but it is a complicated and cumbersome alternative. Furthermore, 
It Is felt that the clerical and service staff of the Llbraries/AVC lacks access 
to and communication with the Library Administration regarding the formation of 
library x>olicies and procediu^es. 

Therefore, the Study Team rf;commends that Committee for Staff Concerns be 
established • There is no doubt that there is a need for such a committee to examine 
matters of supervision, personnel policies, staff development, and working conditions. 
The Study Team recommends that the committee report to the Director and etlso act in 
an advlsoiy capacity in personnel matters. The committee should be broadly based 
and It is suggested that a start be made with an elected interim committee with two 
functions: 

1. Devise a suitable permanent committee(G) based in part upon the findings 
of the study, 

ii. Handle such xirgent q^ssignments as are referred to it. 

The report of the Task Force on Personnel mode a variety of detailed recommenda- 
tions concerning the scope, composition and procedures for a Committee for ntaff 
Concerns. So also did the reports of other Task Forces. Additional input was 
received from lndlvidua3.c* One suggestion, with which the Study Team c!lsa/:ree£, 
is that the committee should be exclusively composed of non- professional staff. 
Hov/ever, cognisance of all these suggestions should be taken in developing the. 
permanent committee. 



^PULSA 
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A workln/T conditlono committoe for ihe Purdue Llbrajriea Staff vas organized 
In 19^1 to r^r.i aa ft mcdi«^nr between atniM" mcmbcrn with grievances or euggcstinns 
fc.r \.mprov<*m^nt.9 of condilV>nn rmd thr M.ir^.inlntrat ion. In 19'X' the Purdue Unlver- 
ulty Libraries Staff AsaociRtlon became ^.hr "nfficial*' organization of the atalT. 
In 1961 a Confititutlon was adopted which stated the purpose of PUL3A as "the 
promotion of profeasiona] , social, and c--oncmic wcllbeing of its members, the 
provision of a medium for tb.e expression of rAi^i'V 'jpinion, the encouragement of 
understanding and cooperati'-n among vari-->us units of the Libiaries, and contri- 
bution to the bettement of the Purdue Ifr.iversity Libraries." 

An attempt w£l5 made in 1971 to make PULSA more representative of and respon- 
sive to the entire L/AVC staff. The staff voted to dispense with dues, thus 
opening membership to all l/AVC personnel, and to replace the rigid structure of 
leadership with a Steering Committee made up of the chairperson of four standing 
committees (Courtesy, Nominations, Social, and Working Conditions) and two 
officers (a Secretary a^.d a Treaaui?r). 

Today the Constitution is a dead letter. It neither describee the 

organization in its present form nor as it presently attempts to function. 
The ideals embodied in that document are commendable, and the organizatlooAl 
f orm iMLy have been .valid in I96I but PUl SA is not an effective organization. 

The two primary functions of FULSA have been in the Social and V^o^king 
Conditions areaf^. However, the Working Conditions Committee has not bee^i) regarded 
as useful by the staff in departmental libraries who tend to regard theirj 
problems as internal matters and resolve oar cop«,.with tla«tt accordingly. / Also, 
the Conmittee^ b^viOg no formal recognition within the adminlstratlon^-lB inor- 
dinately dependent upon the administrators • good will. The professional staff, 
having faculty status and being well represented on the Administrative Cuuncil, 
has no need for the Conaiuttee. 

The social functions of PULSA have been overambitious and undersupported. 
The Committee ia handicapped by the lack of a proper facility in the library, 
the expense of functions h«^ outside the library, and the necessity that its 
functions be monetarily self-supporting. The basic problem is that staff 
support for after working hours socializing does not exist. 

For these reasons the Study Teaa suggests that PULBA be discontinued and that 
the clerical and service staff of the Librartes/AVC eupport the recomendation for 
the establishment of a Conaittee for Staff concerns* ( Note \ Since the Task Force 
reported, a ballot of Libraries/AVT: indicated general wxpport for the discontinuaoce 
of PULSA.) 



Prottotione 



A. Support Staff 

Because raises have teated to be small, promotions are verj important- It 
is the LibrarieVAVC policy to promote from within. Job opening from Libraries/AVC 
personnel Office are widely circulated and staff already employed, are giren a 
specified amount of time to apply for a position befbre that po8i|tlon is opened 
to outsiders. Often, however, the individual with experience and potential for 
developsaent is aot aored Into the higher level position. Instead, a person 
with a college degree (a degree which may be entirely unrelated to the Job) is 
hired. The Study Tea» recomnends that criteria be developed to enable the ccMn- 
"*^ison of a non-related degree to experience and specialized training. Some 

FRir"'^^^ combination of practical experience plus specialized training should 

^^^jquivalent to a non^related formal degree. , 
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job openings liated by the Unirarslty Personnel Administration do not rec*ive 
Library--vlde circulation. Although they are posted in three Locations, Personnel 
Office p Fiscal Office, and Circ\xlation Workroom, .sany enplosrees do not have the 
opportunity to seen them before Jobs are filled* ' Therefore, the Study Team recommends 
that Univsrsity vacancies receive the same diatribi^tion as the Libraries/AVC 
listings. " ^ 



B. Professional Staff 

A formal promotions policy is uoed to evaluate L/AVC professional staff 
for promotion to higher academic rank The policy was written to paralt^l the 
specifications for promotions set forth in October 1, 1971 memorandum- from the 
Provost on "Policy /Concerning Promotions". • * 

Many professional staff at the instructor level are tied to a desk schedule 
and do not have >Mb bpporturdty to use their tjbie creatively to ooidwrt research^ , 

to write, or to attend continuing* education seminars. 



The Slarty Teaas recommends that the ]i/AVC's very capable support staff v 
ue u^^iy'.er utilizied -thereby provicting the professional staff more time" for ^the \ 
creative' activities required for promotion. ' 
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be better 

activities required for promotion. 

Raises 

A. Support Staff 

The University Administration annually determines the amount of increase for 
each department in the University. The Increase is normally on a predetermined 
percent and is allocated based on the dollar value of positions which qualify for 
increases in the department's budgbt. En the past, the amount of Increase given to 
L/AVC was then distributed '^o «ach area based on its salary base: administrative 
areas^ processing divicion, letiders diviwion, and AVC. Raises glvenHn 1975/7^ v^re - 
based on the amounts needed in different areap to raiGG the bracket ♦index eqTJdtably.* 
The actual distribution of sali^ry increase funds was bas^^d on the decision of ^he 
assistant director concerned, in some cases with the advice of the 6upetvlsor in- 
volved. This means^ that an individual position^, unit or di\'-ision Wy npt * necessarily 
receive the exact percent of increase available. The amount may'be'more or less 
depending on the n^ds and circumstances of the situation. Some of ^e- factors which 
affect the increase distributed to a position^ unit or division are: 

1. Clerical and Service Salary pay bracket increases. 

The Wage and Salary AdminiBtration for the University reviews and 

updates clerical and servico staff pay scaleG al least annually. 

A few of the provisions which they use to establish the pay plans are: 

a. recognition for ,job performance 

b. recognition. for length of service ' 

c. adequate competitive position in the area labor market 

* d. similar pay for similar jobs in varlo)^s departments 

e . cost of living • • ■ 

f . availability of funds 

2. Vacant positions in the unit. 

• ?. The supervisor's decision regarding merit increases. 

Purdue University. Department of Personnel Administration. Handbpok for Wqge and 
Salary Adminlsjbration for clerical and service employees . March 1973* p« 11-12: 
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It is t) 3 Study TeeoBi^s understanding that funds for merit increases are often 
limited since fuMs aiast be used to bring emploTj^s -tiho -would be below the new 
brackets up to at least the miniutm scale paid in the bracket. Nerertheless as 
was de»#nstrated in the bxidgetlng for Fiscal Year 1975, the Library Administration 
can make additional money wrailable by reallocating resources from other Libraries/AVC 
activities. 

Therefore, the 3t\idy Team recowends that: 

1. Staff members should be told i^ether a riiiise is a merit increase > a chajige 
in service credit 9 an increase In bracket 9 or a combination. 

2, The salaries of clerical and service staff abotdd be raised in order to 
bring the Bracket Index into line with the Businevs Procedures Manual*^ 

5. The entire concept of merit raises with respect to both the principle aivl 
the mechanics deserves a thorough review, especially in connection with 
the effects of the Bracket Index , the giving of merit raises during the 
year and the use of salary sayings. 

B. \ Professional Staff 

^ — In past years the University has provided ftmds for across-the-board 

raises fbr its faculty. Because of the budgetary constraints of fiscal l975-7*^f 
however 9 no across-the-board raises are to be given. The Libraries/AVC Administrative 
COHfldtt^e will grant raises to individuals who have received increased responsibilities , 
have performed in an outstanding maimer , or who have a salary which is much below 

. that of other Librai-ies/AVC pwtessional staff. 

Job Classification 

Between May, 1970, and March, 1971, the J'mloT Professional positions were 
reclassified. Some of these became Operations or Technical Assistants , while others 
became Library Assistants. It is recognized that there has been dissatisfaction 
aboxxt these reclaasified positions, but there is little likelihood that the "Junior 
Professional positions" will be reijastituted-in its original form. Nevertheless, 
the Study Tesm recommends that a ne^ classification of «pLoysBBnt, betveen clerical/ 
service and professional in terms of salary, benefits and responsibilities should 
be established. This new classification would consist of several strata of "para- 
professionals" who pei'form highly skilled, technical and/or semi-professional 
functions and should include the OAA and TAA classifications. 

Recruitment & Hiring — Professional ; 

The Task Force's examination of the recruiting process revealed several dis- 
crepeacies between (a) Memo d^ted May 17p 1972 "Appointment of Library/AVC Faculty* 
and (b) Interview with O.C. Dunn in April on prof esslbnal hiring and (c) EBOC Guide- 
lines as discussed in Am^^rlcan L ibraries Dec. 197£# •'BBOC Ouidellnes for preventing 
discriminatory employmient fractlcWs.^ 
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Although lower level job openings are advertised in professional journals as 
well as thru library schools and the National Registry for Librarieuis, tnose for 
high level administration have not been and in fact the Memo on Appts. states that the 
selection coimittee will "decide whether and how to. publicize the posit ion". Adherence 
^to this as a policy would seem to be in violation of EEOC Guidelines. ''Compliance i 
officers have indicated that the most questionable practice (and one which^ is most 
common in the library field) is word-of-mouth recruiting. ...Listing openings at several 
librarv schools, the National Registry for Librarians^ and in professional .lournals 
wbamlA prwrLd« raffielwt exposure to minority lllirarlan0«"T 

Hht Study Tea recoiend B that recnitMat for all poiitions consiit of 
1) adrertlaeBeDti in professional joornalSi (2) llstiiics at library schools ^ 
3} the use of the National Registry for Librarians, Roster of the SRRT Task Force 
on WOBMit and the Clear lngho%ise for Black Librarians. In addition, a file of 
eligible Bioority and vonen librarians should be actively maintained by Personnel 
Office* 

According to the memo on the "Appointment of Library/AVC Faculty" it is the respon- 
sibility of the faculty selection coimnittee to (l) request and review credentials of 
all candidates 5 (2) select and invite candidates for visits* In the past, the selection 
committee has relied heavily on the Personnel Office to perform these functions. 

Ttie hiring InterTiev s^ema to be a troublesona ar^a of the recrultaient and hiring 
process « 3cne librarians hare coBuented "the Job description does not natch the 
position I took", "l wasn't told enough about job duties during the interview". Greater 
care and accuracy seems to be needed. ^ 

I 

Staff Benefits 
A. Sick Leave 

— 

Under the present sick leave policy a person must either be unfortunate or 
unscrirpulnus to realize this benefit. There can be no question that those who. 
suffer illness benefit from the policy. However^ seme persons blessed with good., 
health receive no benefit while others take advantage of the policy and their 
fellow workers by using sick leave indiscriminately. Or as someone once put it, 
"Sick leave is what 1 ugc when I get sick of working/' 

To give Purdue employees an incentive to use sick leave for legitimate illneBS- 
es and to reward work attendance it would seem appropriate that the University alter 
the present policy to scr.e formula w^ich would allow one or more of the following 
to be done with unused sick leave tiir.e : l) to convert to vacation time, 2) to 
convert to personal leave, 5) to be paid upon termination or retirement. 

It i.s recamnendecl thr;.t a representative of the l/AVC Clerical and Service 
Staff be roxxnd to approach the Cleri^'al and Service Staff Advisory Committee of 
the University to voice support for juch a revision of the sick leave policy and 
to urge continued pressui^e by the CSoAC on this matter. 

The staff should be aware^ however, that this matter has been the -subjeOt, of 
discussions between the CSSAC and University Personnel Administration. A report 
on the outcome of these talks is found in the January I5, 1975 issue of SERCLE 
(volume i, number I6). 
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Maternilv L«eve Policies 

. — 

'^'^wc aBpcctfl of the reviaed laaternity le&ve policies are of special con- 
cer Flmt, the employee who does not plan to return to work statue at the 
etv3. a maternity leave is not paid for her unused sick leave credits. Yet 
her o-worKer who promises to return does receive payment, whether or not she 
does in fact retiirn. The Study T^sraja regards this as thoroughly unsatisfactory, 
and reconasnds that a representative of the Libraries/AVC should approach the 
Clerical and Service Staff Advisory Committee to change the maternaity leave 
policy BO that sick leave credit can be included in the last pay check of a 
pre^mnt wo«&n employee who chooses not to return to work, 

Secoadly, no provision is made for the new father who may need to take 
tijM off to care for his children while hia wife is in the hospital or "who 
wants to take time off Rfter the child is born to help with the newborn 
iafant. The Study Tea»i recoomends that a representative of the Librai-ies/AVC 
should approach the Clerical and Service Staff Advlaory Ccttaaittee to promote 
tne use of sick leave credits for paternity leave. 

Da y Care Facilities 

There is a great need for improved pre-school and nursery day-care 
facilities for the children of Llbraries/AVC staff, with minimum charge to 
the parents. It is recommended that this shoTild be a university vide pro- 
ject and that the Libraries/AVC, because of its large ntimber of women employees 
should take the initiative in urging the establishemcnt of a university day- 
care center. 

Sta ff Develjopnent 

The Study Tea* recanmands in Chapter VIII that greater attention should be 
given to staff development, both by encouraging self -improvement and by providing 
assistance as appropriate, rot only does the Libraries/AVC employ over 200 staff, 
but these staff account for most of the Libraries/AVC budget and the quality of 
OUT services depende vei^ directly on the skills and ef fectirenesfi of our staff. 
The Study Team recomends a staff development function should be defined and 
responsibility assigned, with a specific cheuge to: 

1 . Expand the development of the individual staff member through increased 
awareness and utilxation of available program and benefits, and 
Preparing and administering new programs in on-the-job training. 

Meamtfhil<?, the Study Team recoHmends that the Libraries/AVC Personnel li- 
brarian worK with supervisors to initiate certain staff development programs, 

Sp«c 1 f ic&lly : 

1, A more flexible work day should be planned for non-contact staff to allow 
roore employees in those units to take classee, A work day from 7:!50 a.m. to 
: y^' P m ; ^ a sugg e s t ed • 

A ^^uido for staff members who would like to enroll in classes aiiould be 
aervelooed, T^iIb guide should list in detail the procedure for enrolling in 
cIa«se8--who to see, what forms are needed, what discounts are available to 
.^taff members, etc. Staff members should be informed that they are permitted 
to register for regular University classes after being employed for 5 months; 
3oc>nery if the couroe is Job related. If the course is Job related, time spent 
in class need not be made up. This guide should be included in the L/AVC 
Employee Handbook as well as distributed to all staff members prior to the 
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beginning of the first semester of each year. 

' r 

3. Seminars and workshops should be held for supervisors and potential super- 
visors to provide training in management and human relations techniques. Super- 
V.-^ visors should be encouraged to .enroll in currently offered University courses on 

management and personnel administration. 

Since Technical Assistants and Operations Assistants are already serving in 
a semi-professional capacity, the ikfiks 99m reccminends that the L/AVC Adminis- 
tration recognize this fact, expand the ni-jnber of positions in, these classifica- 
tions, and provide opportunities for further professional development, 

A. Job Exchange • ' 

Although job exchange and lateral transfer programs may be considered a part of 
the staff development dcmain, the responsibility for the initiation and implementation 
of these programs lies with the -personnel off icq. Because these are new ccwicepts, 
little information concerning implementation is available for U*S. libraries. HoWfever, , 
similar programs are not unccmiaon in European libraries . 

h job exchange comes about when two people of professional or support staff with 
equal job levels and simlla^^ pay status trade positions for a period of time. To 
succeed, such a program must be imaginatively planned and executed with finesse. The 
participating staff members should have worked at least a year in their current 
positions, and plan to remain long enoiigh ^o^jj^anplete the exchange by returning to 
their former positions. The exchange should take pljB-ce on a voluntary basis and support 
of the supervisors involved is vital. ^ 

Ihe Mllgr MM' feels that such an exchange program would benefit the L/AVC in 
several ways. It would encourage interdepartmental ccmmunicatlon and cooperation, 111^ 
^ feelings between departments or divisions arise which are often due to a misunderstand- 
ing or ignorance of each other's policies and procedures. VJhen this happens, staff 
members often feel freer to discuss dissatisfaction concerning another department with 
a co-worker. The exchange employees would be considered a member of their curre^it 
department yet in the light of their previous experience, able to discuss the problem 
from the point of view^bf their former deparitment(s). Through such an exchange staff, 
members could ccme to a better understanding of the workings of otfier departments* ' 

Too often staff members tend to view their department as an isolated unit, 
battling the Mds, rather than as an integrated part of the L/Avc, battling the odds: 
Through the concomitant learning; which takes place-during the exchange of ideas in the 
office as well as on breaks, staff members could gain more insight into how another 
unit functions, and .ultimately develop a better perspective of the L/AVC as a whole. 
Through the exchange «iployees, the staff could become more integrated as co-workers 
from their current deparjtments meet friends from ..their former departments. When 
- inter-departmental problem&^rise, staff members usually feel less hesitant to call 
upon acquaintances for assistance, and tho acquaintances more willing to cooperate. 

A job exchange program would give employees variety and relieve the feeling of 
boredom that maiiy feel toward their jobs. It would give enploj'-ccs a greater sens^ 
of responsibility with the increased ro]? they will have as "goodwill ambassadors", 
learning to work in a new environment v;ith new colleagues and new goals, to the 
benefit of the departments. 

B* Lateral Transfers 

^ The high number of tedious or routine jobs combined with a high number of over- ' . 

educated employees makes for a staff which is often boired, di^fesatisfied and yearning ^ 
for change. Upward mobility is limited^ partially by the small number of hign level 
gl^^rical and administrative positions, and partially by the now impenetrable barrier 



of the professional degree in one direction and the apparent reluctance of auJministratlve 
personnel in a number of University departments to promote qualified clerical peopl^. 
The lateral transfer program could be uspd to great advantage for 'both the l/avc and the 
wployee by providing, many of the same brncfits as the^^Job exc^ang:e. program: 

1. PoBt,i*r inter -departmental cooperation and comiwoxiicoyion 

Provide insight into how other unito function 
5« Reinrbrca awarcneao of the L/A\(' aa an intof^rnted working whols by 

creating a better perspective cl" how each unit contributes to the success 

of the total \ 

Relieve boredom for the individual employee by plrovidlng new duties 
euid new responiibilitieB* 

The Stody Tesa recommends :hat the lateral transfer be encouraged as a ford of 
employee mobility* TtiiB recommendation includes professional staff, peurticularly 
at beginning levels. I 

Job Audit and Classification 

A. Job Audit 

Because Job duties as well as incumbents are in a constant state of change, 
each supervisor should frequently compfiure the job descriptions for the aagitions in 
the unit with the actual responsibilities and duties being performed by th^ 
incumbents. When the duties and responsibilities are found to be different from 
the description, a written reque^ to audit should be made to Wage and Salary 
Administration by the Department Hee-d. If the supervisor does not' take the 
initiative In requesting an audit, t,he incumbent may ask -the supex^tsor to 
. request one. If the supervisor refuses, the incumbent may. go to his department 
h head. Personnel Administration, and ultimately to a grievance committee if 
necessary. , ^ ^ . 

The Stvdy T%m on Personnel recommends that svtpervisors annually review 
each position in their units. These reviews should include ccnments and suggestions 
from the incumbents. If the decision is made to request an audit, the incumbent 
should understand that the Job may be re-calssified to a higher level, a lower 
level, or remain at the same <|lassification level as a result of the audit. Because 
the terms used in describing *$obs appeax to be an important factor in determining 
classlfipation, it is further recommended that supervisory personnel be trained 
to write effective and accurate job descriptions. 

Staff Evaluation 

A. Philosophy 

The fundamental purpose of personnel evaluation is to improve perf oriijance. 
The use of such appraisals for raises, prcnnotiona and terminations is a secondary 
consideration. In general, evaluation should reflect the degree to which goals 
developed by the subordinate either alone^as in the case of a branch librarian, 
or, Jointly with the supervisor, as in the case of library cleFk and supervisor, 
are met. That is, evaluations should measure results not personality charac- f ' 
terlstics. Because employees want and need to know whelre they stWid, such evalua- 
tions should be made on a continuous basis. 

Therefore, it is the recommendation of the Study Team thatt l) 
fupervlaors be trained in setting performance goals for staffs; 3) A vrittran 
statement ^ per^rmance goals then be requested from each supervisor: 5) Super- 
visors bei'trained to gain facility in providing their staff with evaluative feed- 
O .back c>n a Continuous basis. 
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Bit - The Form - Non Professional Staff 

A formal written performance appraisal should never be a surprise td the 
person being evaluated. It should measure achievements rather than personality 
characteristics. Desirable qualities for written performance appraisals include: 

1) A relevant question briefly stated. 

2) Rctlngs. to be based on jstpecific verifiable events. 

3) Scale used for ratings must be firmly anchored in specific, 
easily recognizable behavioral descriptions — not^J^ ambiguous 
terSu like **srerege#** (Sme explanatory notee are attached to 
the end of tKie chapter,) 



It iras the opinion of the Study Teaa that the performance eral^atlon 

foms developed by the Personnel Office for clerical service staff meet most of 
these requiremerita* However^ -the use of the terms ''excellent", "above average", 
etc.- should be supplemented in each case by behavioral descriptions. 

The form for QAA's. and TAA's is very good indeed. And the section "Comments-- 
of reviewed individual" should be included in the clerical and service j)erformance 
review. 

Ideally, the written evaluation form is best based on the Job description and 
performance goals. Therefore, the Task iterce recoBwads that effbrta 
ahould be made to create "personalized" performance evaluation forms for each 
position '6n the L/AVC staff. This should be the task of the Personnel Librarian 
In conjunction with individual supervisors. 

'C. The . Form - Professional Staff \ ■ 

At present formal written performaiice reviews for professional staff ^members 
^ are not being made. And in fact informal evaluations are also neglected. 

It i,G the opinion of the StWdy Team that formal xrltten performance 

reviews on a regular basis are essential to .the development of professional 
librarians • Therefore we recommend that: 

1) a performance review form be developed to reflect the qualities . 
most important to the library faculty; 

2) this form be tailored to the specific requirements of the position. 

In addition we recommend that professional librarians develop their own 
goals in the form of a "work load program" which describes what each librarian 
expects to accomplish during a given period of time (e.g. a semester) and that 
further evaluation\ of these' goals and their acccmplishment form integral parts 
of the written perl^omance review. 

D. Oral Interview 

It is the recrtTiTiendation of the Task Force on Personnel that oral interviews 
acccropany written forraai interviews for clerical, service and professional staff. 

Student Assistants 

The L/AVC employs approximately 17^ students per year. The student employees are 
the cheapest form of labor. As a result they are usually part-time with a high turnover 
and little input into the L/AVC system. Some units such as Circulation^ could not 
function without 'student assistants. The Task Force recommends that more effort should 
be made to keep competent student assistants by rewarding those who do remain. Such 
Incentives as periodic^ raises and ladder levels of student positions would give students 
an opportunity to advancV in financial levels as well as in job responsibility. Super- 
visors should be made aware qf their responsibility to request periodic raises. In 
cn ir^ition an effort- should bo made to utilize students in tiie Educational Media Prcgran 
B^^tace their ^nteredts are already directed toward libraries and audio-visual work. 



Termination^ 

The termination interview provides the "opportunity to obtain some inklings 
about employee attitudes toward the coispany, and feelinga or oplnloaa with regard 
to apecific practices, policies, working conditions, etc." Furthermorej the "check 
it pre|g|^0 on policies c^vf^riufr employinent, placement, training, grievances, and 

wages help^to Ldonlify. .;f)ur' of einpioyce difisatiafaction and reasons for high 
turnover," " 

The Studjr Tenn recommends : 

It) niat the termincition intcr/iev as conducted by the Personnel Officer 
continue to be ati integral part of th3 termination procedure* 

2) That the data collected at such interviews be evaluated to Identity ^' 
sources of staff dissatisfaction witri l/avc policies and procedures. 

3) After cweful investigation, the Personnel Officer recctmnend changes * 
should they be^ necessary. 

Wages and Salarlee ^ 

A, Support Staff 

u Since begimiog serrice credit is determii^ttd by Pereonnel Atelnlstration 
befbre It Is knovB vhlch positions the appllcsiits viU Ittterriev fbr, they jasy 
not recelre proper credit # IfaereMret the Task Itorce on Personnel recoMsnds: 

1« That the Personnel Librarian be responsible for Insuring proper 
service credit for each new employee, 

2« Tfaat an explanation of serrice credit be Included In the Libraries/ 
AVC Eaployse Handbook. 

3« That SHployses be Informed that they nay q[aestlons serrice credit at 
any tlae# 

Wages differ conaiderably for employees of the ,same level with similar 
service credit. Some of the variance can be e>cplalned in terms of length of 
time in the position and merit rallies. However, in a few cases, the starting . 
salaries of clerks of the same level with less than six months searvice credit 
varied as much as fifteen cents. University policy states that "starting rites 
of pay for the same or similar joois, -f oer considering Beginning Service Credit 
if applicable, must be the same in' cinploylng departments. Within an 
employing department and witliin any given job level a new person should not 
start at a higher ratn than current staff members who have the same or greater 
Service Credit. ''f ihls is ^ir.nifiCMit in ^ period sucK as 1972/73 in which 
raises were often as low as a nickel or a dime. (See Appendlx^i/ 



8 ■ 
Tiffin, Joseph and McCormick, Ernest, In dustrial Psychology > Prentice-Hall, 

Inc., Englewood Cliffs, Ne^./ Jersey, p, -35^^ 

o 

Business Procedures Manual, u. S0(\ 
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It also appears that employees who stay for a long period are not alvayf 
rewarded for their tenure >rlth good pay increaeeo. However, it should be noted 
that UnlYersity policy states that "marginal to Batisfactory Job performance 
ehoald ree^l"^ In a vage near the bctton of the pay bracket; average performance 
near the middle; and oi' tending performance near the top". 



The Task Force did not have the time to stody the suppoii; staff salaries 
for specific Inequities, The Study Team recoaoBiende that this be done by 
qualified f unibiaaed persons and that the Llbraries/AVC make amends for ajiy 
inequalities* 



B. Admlnl st r at i ve 

The salary for an administrative position is contractual. There is no 
standardized beginning salary^ axid no "brackets'* • Likewise^ there are no guide* 
linai concerning raises and no salary ceilings. Consequently » a TAA. or an 
OAA may start at a salary lower than upper level clerka, and may be paid less 
than the people they supervise. Because the administrative aseietants are the 
equivalent of a library para-^professional^ the Study Team recommends that 
beginning salary be steuideufxlized scmewhej^e between that of the highest clerical 
lerel and a beginning professional librarian, and that no salary ceiling be 
instituted* 



C* Professional 

According to the information provided by Bueiness Representative of Libraries/ 
AVC, Purdue librarians on the average receive salaries that are equivalent to other 
Big 10 librarians. Yet sxlbstantial differences can be seen to exist when compared 
with other 12 month faculty at Purdue. 





Purdue University Libraries 






Av(:ra^?;e Snlaries by Rank 
1972-1973 






Libraries'^ 


Purdue"^ 


Difference 


Prof es 8 or 


$21,793 


$26, 995 


$5,200 


Aaflociate Professor 




l9,2tV 




AghI ntant Professor 








Instructor 


10,01 






1. All Libreiries sal 


.arier. on 12 mont,h basis. 






2. Krctn table three 
Profession, 1972- 


()) A/rJF Committee Z on 
1975» Figures represent 


the Economic 
11'.12 month 


Status of the 
contracts • 



These differences apy}e^r to be n.inimal on the instructor level. However, 
it was the opinion of ttim Task Force that if library instructors were compared 

with other academic departments where the Masters dep;reo constitutes a terminal 
decree, larger differences would become apparent* 



^^Handbook for Wa^e & Salary Administration. Department of Personnel Administration, 
O 21. 
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Therefore, the Study Team recommenda that professional aalaries should 
be examined and compared with other University salaries. In5)rovements should 
be made where called for, 

D. Discrimination • Service & Clerical 

Much dissatisfaction has been expressed concerning the apparent discrim- 
ination in the filling of service positions and the resulting wage discrepan- 
cies. Of the 50 l/AVC service positions h are filled by women employeeds; , 
all of these are at the level four position and at the lowest end of the 
bracket. The remainiag 26 positions filled by meu range from service level 
5 to 8. (See Table 1) 



Level 


k 


5 


Women 

6 


7 


8 


k 


5 


Men 

6 


7 


8 


Libraries 


k 


0 


0 


0 


0 


0 


6 


5 


2 


0 


AV 


0 


0 


0 


0 


0 


0 


0 


11 


5 


1 



Table 1. Staff in service positions by ses. (Data is 1972-75) 



The salaries of the present male incimibents employed by l/AVC range 
from $2.55 to $^.55 per hour; the lowest is equivalent to that of a Clerk 
III with 5 years service credit. The top salary paid a L/AVC clerical 
employee is $5.66 (with 15 years service credit; among the service staff, 
the highest salary is $**.55 with ih years service credit.) The highest 
wage possible for a member of the clerical staff according to the 1972-75 
salary scale is $4.i+5. The highest wage possible for a member of the 
service staff (at level 8) is $^.55. 

Although the standards for Job classification and wages are a result 
of University policy, the administration of l/AVC has a responsibility to 
encourage qualified women to apply for the better paying service positions 
as well as to use any lever available to urge the University towards a 
people -oriented rather than male or female oriented evaluation of JobfS. 

Discrimination - Professional 

This lack of balance is also in evidence among the professional staff. 
The overall numbers {2k women and 22 men) and the number of Assistant Pro- 
fessors are fairly evenly divided. The distribution A|given in Table II., 
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1972-73 (as of May 1973) 



Rank 


Women 


Men 


Women 


Men 


laatructor 


13 


k 


11 


3 


Asst. Prof. 


8 


8 


8 


8 


Assoc. Prof. 


1 


5 


3 


6 


Prof«B8or 


2 




2 


__2_ 




2k 


22 


2k 


22 



Table II. Distribmtion of profeBSional staff by rank and sex. 



Although there ase more women than men, it may be niDted that the ratio 
of women to men is lese^than the national arerage for academic libraries 
which iff 2 wcm^nj;! m«« 

The majority of women librarians are in the Instructor and Assistant 
Professor ranks, wliile the distribution of men is more evenly spread. Simi- 
larly, averaged salaries for men tend to be higher than those for woaen of 
the same r&nk. 



Professional Experience at Purdue Total Librarjy Sxperience 



Rank 


Women 


Men 


Women 


Men 


Instructor 


3.5 


3.75 


1^.9 


6.5 


Asst. Prof. 


9."? 


9.1 


18.5 


16.3 


Assoc. Prof. 


15.0 


9.8 


50.0 


i6.l 


professor 


16.0 


17.0 


22.3 


18.0 



Table III. Mean mttOier of years of professional experience for professional 
staff by sex. Data related to 1972-73 and exclude senior 
administration. 

In terms of administrative posts, all of the senior administrators are 
men: Director, Associate Director, and 3 Assistant Directors. In the Tech- 
nical Services Division all five unit heads are men. In the Readers Services 
Division women equal men in numbers and responsibility. In the Audio-Visual 
Center three out of four professional positions are held by men. 

These data su^^st that the Libraries/AVC has made little affirmative 
attempt in past ytm^s to recruit wcnnen for senior professional positions. In 
this, Purdue appears to have been typical of North American academic libraries. 
T*niB is a contentious and important topic. The statistical data is difficult 
to handle and can be said to be misleading. Nevertheless it is clear that at 

_ ^^Schiller, Anita* Characteristics of professional personnel in college and 

research libraries' ] Springfield, 111., Illinois State Library. I969. P.l- 
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the present time there are a nimber of unbalances: 

(a) Minority groups are under-represented throxighout; 

(b) Senior posts, higher professorial ranks and service classifications 
have proportionately more men than "women; 

(c) Clerical and typing classifications have more women than men. 

The Stixdy Team reconmiends that the Libreuries/AVC give high priority 
to achieving a more balanced distribution in the future. 

The Study Team also recoraaends that an examination of the status of 
women in the Purdue Libraries should be made. Any inequities should be 
remedied. Also the Affirmative Action Plan of the Libraries/AVC should be 
reirritten and expanded to include women. iJie Libraries/AVC should encourage 
the University towards a more peopleK)riented rather than male or female 
oriented evaluation of jobs. 



> 
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Note on Eyaluatlon 

Behaviora] descriptions are :;tatement.s if typical l-eliavior of iniivi:lui.u-b. , 
These statementa inay "be i:\ the fcm of a checklist or a rating", ccale. In each 
form the rater is aBkeci to indicate the Gi.atementj3 rr^iost descriptive of the 
person being rated. Descriptive Gtatements may also </riginate from thef., rater. 



i.e., 



Che^-klist 

Employee is paxieno v;ith libi-ary users 
Handles circulation procedures with confidence 
Works steadily, not easily .interrupted 
Encourages employees to shov; initiative 



Quality of Work 

Accurac y 
Economy of time 
Neatness 
Thoroughness 

Qoamtity of Work . 

Productive Output 



Exceeds 



Rating': Scale 
} Me^ts 



Partially 



Does not 



require- 
ments of 
job ■ 


require - 
merits of 

job 


meets re- 
quirementG 

of job 


meet re- 
quirements 

of job 








- • ■ 
























1 
1 

1 
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Th© Stiidy Team makes the following recommend&tionB with respect to perBonnel 
matters* 

8taffir\g 

10. I^era^ should be a greater consciouaness in recniitmisnt of the desirability of 
building up a wide range of expertise (e,g.^ SDI, useY-surveys , historical 
bibliography, interview techniques, citation eunalysis, specieLlist literature 
of any kind) as well as subject backgrounds. This would increase the collec- 
tive competence of the Librarlea/AVC staff. Greater familiarity with and 
exploitation of such ppeciolist knowledge should be developed Immediately. 

12. Flexible working hours for non-contact staff sliould be developed. 

13. A new classification of employment, between clerical/service and professional 
in terms of salary, benefits axid responsibilities should be established. This 
new classification would consist of several strata of "para-professionals" who 
perform highly skilled, technical and/or semi-professional functions and should 
include the OM and TAA classifications. 



Coamiittees 

27 # Committee for Staff Concerns * 

Ja) There is a need f*6r a staff concernti cooiaittee to examine matters of 
supervision, personnel policies, staff development, and working con- 
ditions. 

(b) The 3t\idy Team wo\ild see the conasiittee as reporting to the Director 

and also acting in an advisory capacity in personnel matters, 
fc) This cofflttlttce should be broadly bas^d. 

(d) It is suggested that we start with an elected interim committee with 
two functions: 

1. Devise a suitable permanent committee(s) based in part upon the 
findings of the study. 

2. Handle such urgent assignments as are referred to it. 



Perfona£wnce Goals 

56. Libraries/AVC staff should be trained in setting performance goals. Written 
statements of such goals are recommended as well as the evaluation of staff 
in achievement of these goals. 

Ma nagement IrifonsLtion 

U7. The termination interview should continue to be an integral part of the 

temination procedure. Data so collected should be evaluated to identify 
trouble spots and reconaaendations for improvement made. 
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CQgamunicatlon 

62. The Business Procedures Manual and copies of other handbooks and manuals use- 
ful to employees should be placed where employees have easy access to them, 
in addition to the Personnel Office 6md the Administrative Offices • 

63. A Libraries /Ave directory should be produced which includes staff members by 
name with her/his position, department and phone number. 

6^. Attention ahooild be paid to the considerable evidence of inadequate knovledge 
of policies relating to salaries, benefits and personnel p<>licies. It is 
recommended that a high priority be given to the better comnunication of these 
matters and to the more effective remedying of misconceptions. In particular, 
an employee handbook should be developed to include information on: 

" Libraries/AVC table of organization; 

— Library administration; 

— Library units and their functions; 

— Wages and benefits including grievance procedures; 

— Procedtire for enrolling in classes; 

— Explanation of service credit. 



Personnel 

65* Personnel Offiqe should be responsible for e?isuring proper service credit and 
employees informed that they may question the service credit awarded them. 

66. A closer working relationship between Personnel Administration and the 

Libraries/AVC Personnel Office is needed. Regialar meetings are suggested as 
one method for Achieving this relationship to exchange ideas, air problems, 
and review latest developments, 

68. The Libraries/AVC should move towards a poD.icy of making personnel files 
available to the individuals concerned. 

70. Space for a staff lounge should be found which is easily accessible to both 
readers services and technical services staff. 



Salaries 

71. The salaries of clerical and service staff should be raised and maintained 

in order that the Bracket Index be in line with the Business Procedures Manual. 

7a> Beginning salaries of administrative staff (OAA and TAA classifications) should 
be standardized somewhere between that of the highest clerical and the beginning 
professional. A salary ceiling is not recommended. 

73* Profes;5ional salaries shoiad be examined and compared with other University 
salaries. Improvements should be made where called for. 
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7^o Staff salaries should be examined on an individual basis to discover and right 
inequities. 

75. The entire concept of merit raises with respect to both the principle and the 
mechanics should be given a thorough review, especially in connection with the 
effects of the Bracket Index, the giving of merit raises during the year, and 
the iJLse of salary savings. 

76. Stfiuff members should be told whether a raise is a merit increase, a change 
in service credit, an increase in bracket, or a comiji nation. 

Recruitment and Vacancies 

77e Continuing attention shcxlLd be paid to discrimination which is a contentious 
and importemt topic. Statistical data is difficult to harklle and can be mis- 
leading. It ifc clear that at the present time there are a number of unbalances: 

(a) Minority groups are under-represented throiaghout; 

(b) Senior posts, higher professorial ranks ai*i senrice classifications 
have proportionately more men thaja women; 

(c) Clerical and typing classifications have more w:)rmen than men. 
The Study Tewn recommends that the Libraries/AVC give high priority . to 
achieving a more balanced distribution in the future. 

78, An exeuninatlon of the status of women in the Purdue Librarie»/AVC shouM be 
made. Any inequities should be remedied. 

79* The Affirmative Action Plan of the Libraries/AVC shouild be rewritten and 
expanded to include women. 

82* The practice of attracting and utilizing students enrolled in the Educational 
Media Program should be encouraged. 

85. Personnel policies, announcements and job vacancies should bo posted in the 
Order Unit and in the Ist floor circulation workroom in the General Library 
until a staff lounge i* found. 

8h. University Personnel Administration vacancy lists should receive the eame 
distribution as Libraries/AVC listings. 

85. Openings for professional librarians at all levels should be advertised in 
professional Journals, and rosters available from certain units of the 
American Library Association should be utilised^ 

86, Notices of professional vacancie^s, at other institutions should be pested on 
a bulletin board in the Order Unit. 



Benefits 



&!• A representative of the Libraries/AVC should approach the Clerical and Service 

Scaff Advisory Committee to voice support for a sick leave policy vrhich will 
i^p.9^aiow healthy sta^ ^embers to benefit from it# 
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38. 

«9. 

on 

• 

91. 

93. 

97. 

99. 

102. 
103. 
- 10k. 

o 
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A representat jve of the Libraries/AVC should approach the Clerical and Service 
Staff Advisory Comiittec to cheinge the maternity leave policy so that sick 
leave credit can be included in the last pay check of a pregnant wcwnan employee 
who chooses not to return to work. 

A representative of the Libraries/AVC should approach the Clerical and Service 
Staff Advisory Connnittec to promote the use of sick leave credits for paternity 
leave . 

There is a great need for improved pre-school and nursery day -care facilities 
for the children of Libraries/AVC staff, with minimum charge to the parents* 
It is reconmended that this should be a university wide project and that the 
Libraries/AVC, because of its large number of women employees, should take 
the Initiative in urging the establishment of a university day-cajre center* 



Staff Development 

Greater attention should be given to staff develoiHiient , both by encouraging 
self -improvement and by providing assisteuice as appropriate^ . Not only does 
the Libraries/AVC employ over 200 staff, but these staff account for most 
of the LibrarleB/AVI5( budget and the quality of our services depends very 
directly on the skills and effectiveness of our staiff* A staff development 
function should be defined and responsibility assigned, with a specific 
charge to: 

(a) expand the development of the individual staff member thrbugh increased 
a^mreness and utilization of available programs and benefits, and 

(b) preparing and administering new programjs in on-the-job training* 

Efforts should be made to keep competent student assistants through regular 
raises and ladder levels of student positions^ 

Criteria for promotions should be developed to equate experience and specialized 
training in library work with the non-related college degree so that all 
Libraries/AVC employees can compete for promotions. 

The Study Team draws attention to the problems of finding the opportunity "to 
conduct research, to write, or to attend continuing education seminars" \Aen 
there is a heavy pressure of professional duties (including administrative 
duties). Some aspects of faculty status, namely criteria for promotions and 
tenure, make this problem more critical. A deliberate effort should be made 
to release professional staff, particularly in the lower ranks, from struc- 
tured schedules so that research can be pursued* 

Performance reviews for librarian? should be developed which are tailored to 
the position. The use of a work load schedule is recommended. 

Performance review foms tailored to specific Libraries/AVC positions 
should be created. 

Job exchange and lateral transfer programs shouM be initiated* 
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Leadership and Supervision 

107. Sepinars and i^rkshopa on management and human relations tecl^j^ues shoruld be 
initltuted for supervisors and potential supenrisors. 

108. The supervisor should review each position annually for the purpose of a 
potential Job audit. In addition, supervisors should be trained to mrite 
effective Job descriptionsj 



109. A manual for the use of supervisors should be developed by the Personnel 
Office to include policies and procedures on the following: 

••techniques of the interview; 

— wage and salary adminlatration; 

••employee' >etfef it programs; 

•-termination procedxires, etc. 
The manual should be updated annually. 
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CHAPTCR XI 



MISCELLAraOUS TOPICS 



A. Reiearch and DerelopBent 

B. Faculty Status in the Llbrarles/AVC 

C. Coanunlcatlons 
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A. RESEARCH AND DEVELO PMENT 

4 

\ 



Dy Research and Developmen- mean conscioxxB ettempte t:^ change and improve the 
effectlvenecfi of the Libraries atd Audlo-Vi/Jual Center as opposed to energies channelled 
into doing routine activities. 

R 8c D, therefore, means directing existing or new resources into improving the 
aystem as opposed to operating it. It can, therefore, cover a very wide range of activi- 
tiea from theorctiCul developments, through automation to cost calculations vhich may re- 
sult in changed procedures. This Management Review and Analysis should be seen as an 
R it D activity. In practice taking time and energy to review and improve current acti- 
vities should blend into normal managemerjit activities, nevertheless \)e believe that it 
1b useful to identify R & D &£» a management function and to consider its proper role in 
the Libraries/AVC* 

THE NEED POR R & D IN THE LIBRARIES/AVC 

The Mission statement of the Librarlea and Audio-Visual Center has a consistent 
theme of striving for excellence. In addition three of the nine awLmant^tlon state- 
Mottf are •xpllcltt 

More specifically: 

No. 6 To study the operations and services provided by the Libraries and 
Audio-Visual Center to assure effective use of available resources. 
Ko. 8 To provide en environment in which to develop and maintain a capable staff. 
No. 9 To anticipate and plan for future developments in informational and ser- 
vices which are likely to affect the University community, 

A CLASSIFICATION OF LIBRARIES/AVC R&D 

Even though problems tend to merge into one another, it is helpful to map out some 

areas : 

1. PBOCEDlfeAL EFFICIENCY 

How can tasks and procedures be performed with a more effective combination of ef- 
fort, cost and. time? In this category may be clustered the various techniques which can 
be used to perform a task more easily, more cheaply or more quid.-^r* These include office 
management skills, industrial engineering and a good deal of automatic data processing. 

2. MANAGEMENT FUNCTIONS 

The pre^sent study has set out to review systematically the various management 
functions: planning, use of policies, management irformation, budgeting, organization, 
leadership and supervision, staff development, personnel, communication. 

lu each case the study team- has concluded that there is scope for improvement and 

a fertile field for further investigation sometimes calling for advanced akills. 

* 

3> POLICY ANALYSIS AND PLANNING ' . 

Whereas procedural efficiency (as defined above) is concerned with the effort, 
cost and time of performing pajcticular tasks and procedures, there remains a claas of 
questions which are really at a different level: V?hich services should be provided? 
How much of each?-- and in what combination? Problems at this level are concerned with 
goals^ allocation of resources and the prediction of likely consequences of various al- 
ternative plans* 
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R&D cannot te expected to so Ire problems of this type but can be expected to 
^.ontrlbute usefully towards their solutlon^i Theorists of planning hare suggested that 
policy-aaking and planning problems ten?! to include those types of uncertainty (l)# 
i. Uncertainties concerning Tal^:ies » In a situation of conflicting demands , the 
manager may need to clarify policies concerning i^ge ralues should be adopted* 
il. Uncertainties conce7:/ilng related choices , Tor example ^ how much. do the 
decisions of others concerning budgets , iTpace and new programs mesh with or 
contradict proposed Libraries/AVC plans* For this^ foresight and attention to 
liaison and coordination may help* 

lil. Uncertainties concerning , the environingp^t . This includes knowledge about the 
::truct'*re. of the system vjlthin which. the manager operates. In particular, how 
Viould users respond to a change in service?' 

In this case, the collection and analysis ■ of pertinent date may be the only 
practical approach. 

In brief & D is likely to be useful in helping with the a nalysis of the problems 
and in providing cupportinp^ information with respect to the likely consequences of possi- 
ble aolutions. 

h. BACKGROUND RESFARCH 

In addition to the three level:; already described, there remains a variety of inves- 
tigations which are leas directly aimed at solving the problems-*^ Miich of the exploratory 
work on user behavior, bibliography, indexing arrangements and methodological studies, for 
example, can be classified at this level. 

Such studies can be regarded as the reduction of uncertainty as ''curiosity research"- 
as opposed to "problem-oriented" research in any strict sense. Sometimes it may be "enabl- 
ing research" which enables practical problems to be studied. Exploratory studies may 

/eal unexpected problems or ne\i factors; or they may Indicate that anticipated problems ^ 
not, in fact, problems. 

RECOURCES 

The above review of the Libraries/AVC and the types of *R & D leave no doubt th?t there 
is a need for competent R&D. Certain . resources are available. 

1. V/e jjogard It as an essential part of the work of every member of the Libraries/AVC 
staff to seek to improve the efficiency and effectiveness of the way things ere- done. The 
scope for — and complexity of improvement grow with the increases in the managerial 

and administrative responsibility. When this striving ceases, then it is probably titne 

for a reassignment of duties. 

2. Library faculty have a profetsional and profesBorial responBlbllity to research 
and to investigate which is reinforced at Purdue by the system *f academic pxtxmotions* 
This brings enhanced status and salaries but is conditional upon excellence of libraxy 
work, excellence in research, scholarship, and/or creative endeavor, and excellence 

iil continuing education and/or service* * Althoiigh involvement in E & D may not be in- 
dispensable for academic promotion, there would seem to be a strong motivation* 

Further motivation Is provided by the enhanced career prospects of librarians who 
have a record of creative improvement in the theory or the practice of their work. 

3. The Libraries/AVC has, for some years, nad two small units specifically employed to 
engage in R 4 D- 



^In order to recognjSe that the v/ork of professional librar iesv^-s not identical to that 
^f other faculty, the Librariefe find Audio-Visual Center uses a policy concerning promotions 
which i# a little differeni: from but comparable to the University's policy. 
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^ Inatnictlonal Media R ttearch Unit (imru) has for some ten years conducted a variety 
of studies mainly m connection with the effectiveness, of media in instruction, ljut in- 
cluding some work on litriry surveys. Currently IMRU is heavily engaged with siibstantial 
outside funding on work on instructional develognent but Is also placing sore emphasis on 
^^nagement problems in response to a new charge from Director Dagnese. 

systems Unit The Systems Unit is roncerned wi;th the use of computers. Most of the 
Expertise and maources nre cupplio.l by the University's Administrative Data Processing 
■renter CaDPC). \ 

The budgeted support for both units is currently less than it used to be, though in 
bhe case of the Systems Unit this is"a»re than compensated by the ADPC support. 
m.^ Otner schools and departments at Purdue. As a large and internationally famous 
university, strong in applied rtudies, Purdue has a remarkable wealth of talent which could 
}e exploited to^the mutual dadvantage of both the Libraries/AVC and the faculty concerned. 

Itie range would seem to complement rather completely the expertise of the faculty of 
the Llbraries/AVC since it Includes not only bibliographers, and media specialists, but . 
Klao psychologists, computer scientists, statisticians and ell kinds of specialists in 
orRsniz^tion and management, ' 

The main problem, would rocr.. be one T coorfliNstion "c*nd or.atrol in eacuivlng that 
the aotivation and the direction remains focused on the Librarles/AVC's actual needs for 
& D. 

i 

RECOMMEanATIOWS 



We recommend that: 

1. The need of the Lioraries and Audio-Visual Center for Research and Development 
ahouid be recognised and supported by the Libraries and "Audio -Visual Center administration. 

2. All staff and es pecially all professionyl staff be encouraged to contribute creatively 
tc the improvement of' the theory and the practice of their work. 

Means of encouragement exist in terms cf 
—sabbaticals and study leaves, 
—involvement with IMRU ot Systems Unit, 

— university or external jjruntc. * 

5. Th'^ development* of IMRU should be based on the following considerations: ^ 

(a) Its mujor role should be to help provide a better informed basis for 
d*cjLSion-making by the Library^ Administration. 

(b) It should take a, broad view of- the Ll^rieti and Audio-Visual Center and the 
role of media in- the learning process of instruction and research. 

(cy It should be a policy of IMRU to encourage and support library staff; for 

example, with experimental design, proposal preparation and guidance on poten- 
tial sources/ of funding* 
(d) ' IMRU should take a flexible approach to the choice of its projects bearing 
,in mind the ^urgency and the importance of problems, the availability of 
expertise and funding and the desirability^f evolving coherent long-term 
programs in which individual studies may interact and augment each other. 
k. Systems Unit The Systems Unit wais created to introduce computer-assisted systems to 
replace or supplement manual record handling systems. A lot of resources have been de- 
voted to developing computer-based catalqge of serials holdings, for Wjth Purdue and the 
State of Indiana, but several other applicati^nd have either b«en made operational or at 
least surveyed. Examples are the twc fiscal reporting systems and the current overview 
of circulation. 
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KECOMMENMTT ONS 

The Study Team makei the foLriovin^ recomniendatlona with rei:pect to HeKearch 
and Development. 

110. The need of the Librar ies/AVC for Research and Development shoulii continue to 
be reco^rnized and supported by the Librar iea/AVC administration. 

10, Tliere should be a greater coneciousness in recniitment of the desirability of 
building up a wide range of expertise (e.g., SDI, user surveys, historical 
bibliography, interview techniques, citation analysis, specialist literature 
, of any kind) as well as subject backgrounds. This would, increase the collec- 
tive competence of the Libraries/AVC staff. Qreater fazniliarlty with and 
exploitation of such specialist knowledge shouLd be developed immediately, 

^. A Planning Office should be formally established under the supervision of the 
Aflsociate Director bringing together the functions of planning, budgeting, 
rflanagcment laformation, personnel, systems and research. 

56. Information concerning the cost-effectiveness of vBiriouK alternatives in 
staffing, materials, purchasing, services, etc*, should be made readily 
, available. Major study is indicated here. 

Ill* All staff and especially all professional staff should he encouraged to 
contribute creatively to the improvement of the theory and practice of 
their vork. 

112. The development of the Instruct ional Media Research Unit should be bailed on 
the following considerations 1 

(a) Its major role should be to help provide a better informed btsis for 
decision making by the Libraries/AVC administration; 

(b) It should take a broad view of the Libraries/AVC and the role of media 
In the leaxnlng process of instruction and research; 

(c) It should be a policy of IMRU to encourage and support librar;' staff; 
for example, with experimental design, propoi9al preparation and 
guidance on potential sources of funding; 

(d) IMRU should take a flexible approach to the choice of its projects 
bearing in mind the urgency and the importance of problems, the avail-- 
ability of expertise and funding and the desirability of evolving 
coherent long-term programs In which individual' studies may interact 
and augment each other. 

115, It is recommended that the Systems Unit shouJbd continue along the lines eTOlved 
In the past year or so> It should emphasize the involvement of those who wiLl 
have to operate the new systems, transferring out of the Systcmr. Unit responsi- 
bility for the routine operation of systems which are operational 

In addition the Study Team draws attention to the nunferous specific areas 
wtiich have been identified as needing investigation, especially in the Chapter 
on Management Information. (e.g., Recoiranendations 36, hh^h'j^ -^Sy 67, ^73, 
91, 99, 1(X), and 10^-107-) 
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B. FACULTY STATOo IN TxE LIBRAinES/AVC 

l\irdu^* University LibrarieB and Audio- VlBual Center differs from many other libraries 
nd audio-visual renters in that professional librarians and professional media specialists 
— -old faculty apfK> i ntmentc . Ai'. a consequenrf of this, the professional staff normally, have 
nn f\rai\eivAr rnnk fni well a^' th'* title porta Ini 11^ to their ,)ob deseription. They are''- ' 
»"lip;lble f(jr ac^adf^mlc promotion up to full professor through the oame procedures an other 
Purdue faculty, with criteria for anademlc promotion baoed on the criteria used for other 
faculty. * Library faculty ar*^ eligible for sabbatical, for tenure* and pub^lect to non- 
rr^apy. :.lntrnent for lack of tenun' » In addition there Ig eligibility for faculty activities 
Ruch ae voting rights and memberchip of the University Senate faculty committees^ etc. 
The Libraries/AVC faculty has a detailed constitution and meets at least once a semester. 

These featur^^^B of the Librar j es ^AVC faculty have nuinfirous implications for the maa- 
nc7'-*ment of the LI brarl ee/AVC . 

For exoiTiple: 

(i) Faculty status should make for improved recognition for librarians and media 

speciall 3tiy and greater involvement in the academic affairs of the University; 
(il) Academic promotion criteria provide additional motivation for professional 11- 
brcLTions and media specialists to engage in research, publication and profes- 
sional activities than would otherwise be the case. This should enhance but 
might conflict with their "regular" duties; 
(ill) There is a co-existence of the Librariea/AVC system with an Administrative 
Council and a Libraries/AVC Faculty with its meetings. Membership overlaps 
vei^ considerably; bo also the t^phere of interest of each bod^" vould seem 
to be overlapping. 

Meanvhlle it should be recognized that librarians and media specialists do differ 
rom most other faculty in that: 

(1) Librariea/AVC faculty have more adjninlBtrative duties than other faculty; 
(il) Ttie hlg^ieet qualification held Iti normally an MLS rather than a Ph. p. 

Itierefore, a management review and ann Lysis would seemingly need to i nclude nome 
c(;nnlde ration of the implicatlonfi of having a Libraries/AVC faculty ar a distinct pr<'Up 
within ttie Li brarieG/AVC system. Appeals for comments on thir. topic have brought ver^/ 
ILttlf* response and the Task Force on Organization made no comment on it. The Study 
Teams attitude can be sizmmarized as follow.':: 

Faculty status for librarians and media specialists _is an important featun* of the 
Libraries/AVC. The implications of It are numerouo. The interrelationships hot*. -^'-n 
Rijsi^^ri'; i {lu^i'-^: : :aculty rtatus are ('Or.])leXy ac ic aloo the' way in which r-taff p'^r~ 
reive their won roles as profeGoionale . It wculd seem that percr-ptions of faculty :>tatus 
rmd itr: implications do vary. 

Thie otufjy T'^am has not attempt(?.i to n-view an:i analyze th^- r^un i f icat I (;n;i '-x tJii;"' ^ 
pi- but ^ir.-s Identify It ar. a f:enr,tlv" ar-a (ier.e r^/in// of <a ,n ♦ j nu 1 nr-^ ronr/i ■ i<; r-ai . 

In ronr: i der In^/ thi:; n'Jitl'W tiie :;t'id,: 'I'-^ut; alr.^' ■H)n:;:i ■ i-"^ r**"; tf.^' wi'-'-r ar»^n I'f rtafi' '"on- 
crnn. 'n^e recorrLTien'latl on ha:: cnr/^ from Tn::K FC'r^r^'-; tl.at ' h'-P'.' b" h I'tnlT : < n-"' r\.:: ('njr.:vAtteQ 
'"^xr ] ij r ! vf-' ly for and of ClfTj^al and LW'^I'vj '"f • ..tnfi'. Il thi.'; r' 'i.-fjiM-irMidfj 1 1< ^ITO ad-^'pt'^d thr^n 
it -ould sc'-m df^rlrable to al::^* have a otatT Cr)ncerns T'omml ttr^.-- for prof ej:sionn 1 r taff . If 
s o , It 6 h ou 1 d a < ^ o jiim J t to ^ » r d ' L i I) r a r ; V a <: u 1 1 y . Fu rth e r m <- ^ r e , y u c Yi a r< >mjr i 1 1 ' • ♦ ■ m j p;h t 

be a s u 1 tab le vehicle for e xp 1 o r \ n g and m a k i r i,v k no v n the 1 m p i : m ! , 1 - : r • ; ■ < d' i^' i ■ ■ u i t y . t a 1 1 1 r. . 
^wev^-^r, the Stu^ly T'^am believ^fj that a br(^/idly baf5^{] Committer- .Staff Cnnrcrm- r.liou.l.d be 
established whi'^h f^hou 1. i Inc lnJe llbrarj ann and media Rp*^!- lal 1 gl-- with farn lty r.tatus and 
has so recommend^-d . H'Twever, th ^-ho*: nr-t ■i^^t'^^r the Mbrarle. '^W'? far-iilhy rmni exvloring. 
O BLking known tru^ Impli^^atl^riB '>r fa-ii.! C/' ' iatui^. 
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KEC0MMENDATT0N3 

The StAidy Teaci makes the following' recommendations concerning faculty status « 

11. The Study Team has not attempt^^d to rev lev and analyze the ramifications of 
faculty status but does identify it aa a senBitive area deserving of contin- 
unin^ confli deration. It recommends a continuous exploring of and nxaking 
knov, the implications of faculty status. 

9^/', The Study Team draws attention to the problems of finding the opr>ortun:i ty "to 
conduct research, to vrlte, or to attend continuing education seminars" when 
there is a lieavy pressure of professional duties (including adjalnistrative 
duties). Some aspects of faculty status, namely crit^^ria for prcrmotionj-> and 
tenure, make this problem more critical. A deliverate effort should be made 
to release professional staff, particularly in the lowe: ranks, from strxic- 
tured schedules so that reseEirch cnn be pursued • 



ERIC 



4 



\ • ■ 

C. COMMUMICATIONS 



At em early ctage in the Study, the Study Team decided that Communication was a topic 
which deserved special attention. However, it was agreed to defer considerations of 
Communication until after the Task Force reports had been completed. 

The Study team's impression can be briefly summariMd as follows: 
i) Communication i£ important; 

11) Communications both within the Libraries /AVC and also ^between the 

Libraries AVC and other groups need to be Improved; 
(ill) However, Communication is rather difficult to discuss in the ' 

abstract end many concrete aspects of Communications are covered 
In the Task Force reports. This recurrent thinsme In the Task 
Force reports needs to be stressed, | 

Conaequently this note will endeavor only to pick out some key features of 
Communications, 

\ 

EXTERNAL COfMUNICATIONS , 
Users 

The Mission Statement contains several references to Communication with users. 
The first Item In the implementation section Is: "to assess the informational* re- 
quirements of the university community on a continuing basis by formal and informal 
interaction with all other elements of the university community." Other items stress 
the need to ''^terpret and publicize." 

Our users are composed of undergraduate and graduate students, faculty, research^ 
ers, administrative personnel, plus many outside groups such as interllbrary loan 
contacts, interinstitutional programs, Coblcll etc. This is an area where we are 
operating at all levels of communication on a daily basls--wrltten, oral, unspoken. 
Since this is a complicated topic which is beyond the scope of this brief section, 
we suggest that this is a subject for furtner research. The research could Include 
readership studies of our library handbooKS, GUIDE TO PURDUE UNIVERSITT LIBRARIES 
and HANDBOOK OF. LIBRARY INFORMATION FOR MEMBERS OF THE FACULTY AND GRADUATE' STUDENTS, 
plus th2 publication BOOK LIST. It could include a study <5f whether or not our 
clients understand what the serial printout is and how to use it. For example, would 
they prefer handbooks, directories, and o1;her reference material currently in the 
printout be cataloged as monographs? The policies and rules of the General Library, 
AV Center, and deparmental libraries could be studied to see where ir^put frpm the 
students and faculty could Improve them. 

The problems of Communicating on a campus of this size are clearly severe and 
the Study Teem is aware of the effort devoted to this. Nevertheless, it is difficult 
to see how members of the University can take advantage of our services effectively 
unless they are relatively well-informed about the system. This applies in varying 
ways to all types of user. 

A multiplicity of approaches would seem especially needed here. In addition to 
formal channels such as booklist covers items in Monday Memo and notices, continuing 
emphasis on Informal contacts through library representatives dnd discussions v;ith de- 
partment heads and new faculty are needed. This is especially relevant t^ - . cial 
services such as the Catal^^g Information Service, the bock delivery system und, as 
Purdue* 8 ^self -sufficiency evltably declines, the lacixitles available through b' 
up facilities such as the Center for Research Librarlf.s, the Foreign Newspapers 
microfilm program etc. 

Fynders 

^ \ In the stotemep of Mission developed during an earlier part of this study a 

specific objective needed for success in the Llbrarles/AVC mission wa-^ defined thus: 
^ »'to present and Interpret to the funders the fiscal and other needs of the 
ERJC Libraries and Audlo-Visitiil center/' 
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V ' In view of the coqiplexity of the university's funding and the variety "Of Influences 
at\^work, there is n need for more than the annual budgeting process. What is needed, 
in particular, is a constant publicity program designed to increase awareness of the 
potential, tno achievements, the problems and the conditions needed for effective 
service by the Libraries AVC. 

This calls for a continuing public relations activity. It should be noted, how- 
ever J that success or failure in this depends largely upon the attitudes of the 
Libraries AVC staff in their day-to-day contact with users and potential users. 

Library Profession 

The image of Purdue Libraries AVC in the profession at large depends upon the 
perceptions of individuals elsewhere of the situation at Purdue and, especially, upon 
the views concerning the worlc and effectiveness of the staff here. A poor image is 
damaging in that It deters good potential recruits and is unlikely to help the reputa- 
tions of the professional staff at Purdue or their prospects when seeking to move 
elsewhere. For theee reasojt^ it Is important not to disparage achievements at Purdue. 

INTERNAL COMMUNICATIONS 

A persistent theme in the .-nanogement study nitnerto has been problems of Communi- 
cation* 

A few examples are: 

, (a) An advantage of adopting perfomiance goals would be a clearer under- 

standing of r'»leG, du'v-ies and relationships; 

(b) An aspect of the miesion £;i.atement is "to provide an environment 

in which to develop and maintain a capable staff." A well-informed 
staff would seem to be an important ingredient. 

(c) The Task Force on Budgeting recommended not only that "the Libraries 
/AVC must establish better communications with other University 
departmcntc . . . " but also that "supervisors should have more input 
into the budgeting process." 

(d) The Task Force on Management Information identified five areas con- 
^4 '"^ cerning which there was inaaequate information and made several 

recommendations for improvement. 

(e) The Study Team has already commented that all supervisors should be 
involved in a formal planning process, 

(f) The Task Force on Policies reported a consensus "that the communication 
of policies both written und unxvritten was a problem ... People become 
aware of unwi .tten policies in other areas that might affect their own 
operations by chance, by running into a problem, by complaints from 
patrons, etc," 

j^) The Likert Profile administeied by the Task Force on Organization 
revealed that thfi Lib' arie.';/AVC staff would like to see greater 
awareness of nroblems, more obtaining and using of aubbx'dinate' s ideas 
and opinions, and more involvement in decision making and goal-setting. 
. (h) "I^he Task Force on Leadersnip and Supervision^ found "...clogged, 
/ intermittent anl faulty lines of coinmunication which prevent fast dis- . 
persal- of information. la addition there is a get.eral lack'.of any^ 
V formal^ method of checking the effectiveness of the communications 
Xhannels." 

(i) J*ie Task Force on Staff Development noted "that- many of the morale 

"^problems in the Libraries/A VC seem to stem from inadequate coinmunication, 
and that th:' is especially true of th^^ Clerical and Service -.staff ." 

(JX 'The report of th;? Task Fo;-cc on Personnel revealed extensive 'misconcep- 
/ tions about policie.*^ and procedures. » 

In brief, a major fir- log of the stndy^ is that there are serious communi^tion 
O tms. Since communication is difficult to study in the abstract arid the Study 
£I^C'CCommends that greater emphasis be oJaced on communications in dealing \)ilh all 
VS^^^s^of management and service. 
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The adc^[)t ir.r. of ii.icc L>ririi; ifdon ■c;frjuunicatior. la recommended: 

1. tr,'- chanrielo .^"'inriunicati' ii need In .Tiulch the organieationai structure. 
If the l^ltr.T 'hungeM throup;h expatiGlon or a move to a more participative 
'■.tyie, then adju^jtrientG may need to be made to the means of internal 
coinmunicalion.'j . 

ii. ^'Knov^iedge is i' Iwc/ kinds. V/e kno\.' a subject ourselves, or v;e know 

where we can l"ina information upon it" (Dr. Johnson). In other words 
we may not need to communicate everything to everyone, but we do need 
to ensure that staff can promptly find out what they need to know. 

iii, ^'omunication 5 like other management activities, consumes resources, 

- notably staff time. It should be a mallenge, therefore, to devise 
■ oEt-ef f ective mean:] of c-:inrnuriication and this implies reviewing the 
effectiveness bi: well :.he .cost of communication, 
IV',. variety of chanriels of cc.mraunicat ion is likely to give more reliable 
■md less di^>tr,. t:cd infcrma^' iorx tlian dependence on one channel. 
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RECOMMENDATIONS 

The Study Team draws attention to coimminication probleme as a recurrent 
theme throughout this study. The following specific recommendations are 
made. 

58. A major finding of the study iii that there are serious conmiunication problems* 
The Study Team reconanendB that greater emphasis be placed on communications in 
dealing with all aspects of management and senrice. Greater attention should 
be paid to the need for multiple channels of conmiunication and to the need to 
check occasionally on the effectiveness of these channels, especially with 
regard to unconventional services ^ 

59# All staff should recognize their role in representing and interpreting the 
Librarics/AVC and should act accordingly. 

60. Existing for^^al mechanisms for public elations should be Improved exid 
expanded. 

61, A program to increase tl ^ knowledge of all functions and departments of the 
Libraries/AVC among all staff should be designed and implemented, 

62* The Business Procedures Manual and copies of other handbooks and manuals 
usefVl to employees should be placed where employees have easy access to 
them, In addition to the Personnel Office and the Administrative Offices. 

63. A Libraries/AVC directory should be produced which includes staff members by 
name with his/her position, department and phone number. 

17. In order to ensure coordination of academic programs with xiux,^'y ^'"?lo> 
communication between the Libraries/AVC and all academic departments 
should be improved. 

18. A liaison between the Libraries/AVC and the various research centers of the 
University, such as LARS, TPRC , Thermal Science and Propulsion Center, etc., 
would benefit the information needs of many potential users. 

S. The staff at all levels should be involved in committee work. 

25. Committee work should receive more publicity in order to acqiiaint staff with 
activities, recommendations and decisions. 

More generally, the communications aspect should be "berne in mind in consi- 
dering the whol^ report. It is reflected in the general recommendation (1) seek- 
ing a zttore formal, better informed and more participative style of management. 
It is also reflected in the development of the Mission statement and the advocating 
of the use of performance goals. Numerous specific recommendations made in other 
chapters are relevant, expecially Chapters V: Management Ini'omation y VII : Organ- 
ization, and X; Personnel. 
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CHiXPTK-^ XT I 



SUMMARY AND RECOMMENDATIONS 



This Managenaeat Reviev and Analysis study has involved much wor^it^and much 
time for many people. This effort has been willingly given because^ this study 
has been viewed as a major step towards making Purdue University Libraries and 
Audio-Visual Center the outstandingly effective organization that we want it to 
be. The process of conducting this review and analysis has in itself, had some 
beneficial impact on the Libraries/AVC. It is now necessary to transform these 
recommendations into a program of action if we are to reap the full benefits of 
this study, dis initiative now rests with the Director of the Llbraries/AVC 
by whom this report was commissioned. We believe that the members of the Task 
Force and indeed the Libr^ ries/AVC staff as a whole share the Study Team's 
desire to move forward wi\. . the following recommendations. 
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TA8K FORCE MEHBBRjHIP 



The najaes of th© full msBabership of the Task Forces are followe: 
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LEADERSHIP AND SUPERVISION (contQ 

109« — employe© benefit programs; 

— terralnstion procedures, etc. 
Tlie manual should "be updated annually o 



RESEARCH AND DEVELOPKENT 

llO, The need of the Libraries/AVC for Research and Development should continue 
to be recognized and supported by the Libraries/AVC administration. 

Ill- All staff and especially fidl professional staff should be encoui^aged to 
contribute creatively to the improvement of the theory and practice of 
their work, 

112. The development of the Instructional Media Research Unit should be based on 
the following considerations: 

(a) Its major role should be to help provide a better informed basis for 
decision making by the Librories/AVC administration. 

(b) It should take a broad view of the Libraries/AVC and the role of media 
in the learning process of instruction euid research. 

(c) It should be a policy of IMRU to encourage and support library staff; 
for exaaple, with experimental design, proposal preparation and guidance 
on potential sources of funding. 

(d) IMRU should take a flexible approach to the choice of its projects 
bearing in mind the urgency and the importance of problems, the avail- 
ability of expertise and funding and the desirability of evolving co- 
herent long-term programs in which individual studies may interact and 
augment each other* 

115. It is recommended that the Systems Unit should continue along the lines evolved 
in the past year or so* It should emphasize the involvement of those who will 
have to operate the new systems and it should cpncentrate on the dynamic role 
of concentrating on the development of new systems, transferring out of the 
Systems Unit responsibility for the routine operation of systems which eire 
opcrationaLl. 



1]^ . The Study Team draws attention to the fact that most of the recoinnendationa 
above are concerned with the manner in which the Libraried/AVC is managed 
and requests that, in cases where immediate implementation does not seem 
feasible , the factors which lead to the recommendation will be borne in 
mind in the development of the Libraries/AVC. 
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STAFF DEVELOPMENT ( contQ 

99 The Study Team draws attentio to the probiemir of finding the opportunity "tc 
conduct research, to write, or to attend continuixig education seminars" when 
there a beary pressure of professional duties (including administrative 
dutlej|« Some aspects of faculty status, namely criteria for proiaotions and 
tenure, make this problem n^Dre critical. A deliberate effort shoxild be made 
to release professional staff, particularly in the Lower ranks, from structured 
schedules so that research can be pursued* 

100. Sabbatical leaves for the purpose of study and research should be encouraged 
and promoted ar^ong interested professional staff • 

lOlo There should be a development review made annually of all individual perform- 
ances including managerial abilities. 

102, Performance reviews for librarians should be developed which are tailored to 
the position. The use of a work load schedule is recommended* 

105. Performance review fonuB tailored to specific Librories/AVC positions should 
be created. 

. Job exchange and lateral transfer programs should be initiated. 



LEA DERSHIP AND SUPERVISION 

The Study Team identifies the quality of supervision as a matter of major 
importance. We recommend that the design and implementation of suitable 
programs for the various groups of staff be given a high priority and fur- 
ther that these programs be tailored to specific Libraries/AVC needs. After 
the initial pilot stages are completed, successful completion of the appro- 
priate course should bo expected of all staff, both professional and clerical, 
who have any supervisory duties whatsoever. 

The Libraries/AVC should institute a more formal program of orientation • in- 
fonaation and job-related educrtlon. There are two facets of this recommenda- 
tion: 

(b,) the establishment of an Office of Orientation and Education; and 
(b) the establishment of a continuing program of education and training 
in supervisory skills tailored to the needs of the Libraries/AVC. 

Seminars and workshops on management and human relations techniques should be 
instituted for supervisors and potential supervisors. 

The supervisor should review each position annuaLly for the purpose of a po- 
tential Job audit. In addition, supervisors should be trained to write 
effective Job descriptions* 

A manual for the use of supervisors should be developed by the Personnel 
Office to include policies and procednres on the following: 
--techniqaies of the interview; 
— wage and salary administration; 
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PgRSONNEL (cont,) 

90. There' is a great need for imprcrvea pre-school and nursery day-care facilities 
for the children of Lihraries/AVC staff, with minimusB charge to the parents. 
It is recoionendtfd that this should be a university ^ide project' €Uid that the 
Libraries/AVC J because of its large nuaber of women employees, should take 
the initiative in urging the establishment of a university day-care center. 



STAFF DEVELOPMENT 

9I, Greater attention should be given to staff development, both by encouraging 
self -improvement and by providing assistance as appropriable* Not^only does 
the Libraries/AVC employ over 200 staff, but these staff account for most 
of the Librarifts/AVC budget and the quality of our services depends very 
directly on the skills and effectiveness of our staff. A staff development 
function should be defined and responsibility assigned, with a specific 
cnarge to: 

(a) expand the development of the individual staff member through increased 
awareness and utilization of available programs and benefits, and 

(b) preparing and administering new programs in on-the-job training. 

oe. Training prograais in the area of human relations should be started to improve 
our skills, particularly those staff whose duties bring them into direct con- 
tact with the clientele of the Libraries/AVC. 

55* Efforts should be made to keep competent student assistants thro\igh regular 
raises and ladder levels of student positions. 

9*^. The possibility of scholarships and of release time with pay for clerical 
and service staff to gain additional formal qxialifi cat ions in Job-related 
areas should be explored. 

95. A work-study program in librax-y science for clerical and service staiT should 
be instituted. 

9^, A general deficiency in the machinery for upward mobility was noted. The 
Study Team recoisanends that the possibility of hiring most new personnel at 
a low level (Clerk 2, for instance), with the higher level positions bo be 
filled by promotion from the ranks, be considered. 

cfT". Criteria for proootions should be developed to eqviate experience and specialized 
training* in library work with the non-related college degree so that all 
Libraries/AVC employees can compete foi* promotions. 

The opportunities for taking courses, which we regard as a part of the benefit 
package attendant to employment at Purdue, should be ^ extended to all steiff on 
an equal basis and, further, even be encouraged by the introduction of more 
flexibility in job assignments, establishment of a clerical pool to cover 
desks during incumbent's absence for this purpose, etc. 
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PERSONNEL (cont.) 

77. (c) Clerical and typing classifications have proportionately aiore voi&en 
than men. 

The Study Team recommends that the Libraries/AVC give high priority to 
achieving & more baltinced distribution in the future. 

78* An examination of the status of woraen in the PuMue Libraries should be 
aiade^ Any inequities should be remedied. 

79« The Affirmative Action Plan of the Libraries/AVC should be rewritten and 
expanded to include wmen, 

80» The Libraries/AVC shovild encourage the University towards a people-oriented 
rather than mole or female oriented evaluation of jobs* 

81. It was also felt that there is a discrepancy between the wages paid between 
"male" type Jobs (shelvers, etc.) and "female" type Jobs. To the extent 
that this exiflcs, the sitviation should be remedied. 

82. The practice of attracting and utilizing students em-olled in the Educational 
Media Program should be encouraged. 

85, Personnel policies, announcements and Job vacancies should be posed in the 
Order Unit and in the 1st floor circulation workroom in the General Library 
until a staff loxmge is found, 

8^« University Personnel Administration vacancy lists should receive the same 
distribution as Libraries/AVC . listings. 

85. Openings for professional librarians at all levels should be advertised in 
professional Journals, and rosters available from certain units of the Amer- 
ican Library Association should be utilized. 

66,, Notices of professional vacancies at other institutions should be post4>d 
a bulletin board in the Order Unit. 



Benefits 

87. A representative of the Libraries/AVC should approach the Clerical and Service 
Staff Advisory Cormnittee to f»i'e# sup^rt tor ft slek leave policy idiich will 
allow healthy staff members to benefit from it. 

88, A representative of the Libraries/AVC should approach the Clerical and Service 
Staff Advisory Committee to change the matermity leave policy bo that sick 
leave credit can be included in the last pay check of a pregnant woman 
employee who chooses hot to return to work. 

09. A representative of Ihe Libraries/AVC should approach the Clerical and Service 
Staff AdviGory Consnittee to promote the use of sick leave credits for paternity 
leave. 
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^KRSORWgL (cont>) 

65. Peroonnel Office sliould be responsible for ensuring proper service credit and 
employeee informed that they may question the service credit awarded them,. 

66^ A closer working relationship between Personnel Administration and Librariee/AVC 
Personnel Office is needed. Regular meetings are suggested as one method for 
achieving this relationship to exchange ideas j air problems and review latest 
dervelopments. 

67^ More information should be collected and made available concerning staff 
morale, attitudes, productivity, strengths, weaknesses, relationships, &nd 
t turnover ^ 

68, ^'he Libraries/AVC should move towards a policy of making personnel files 
available to individuals concerned. 

69* A nK)re effective system for grievances or complaints should be established. 

TO. Space for a staff lounge should be found which is easily accessible to both 
rsadenp ^^rvioe^ and techftleal serri^s staffs 



Salaries 

71, The salaries of clerical and service staff sho\ild be raised and maintained 

in order that the Bracket Index be in line with the Business Proceduires Manual. 

72, Beginning salaries of administrative sterff (OAA and TAA claaaif ications) 
should be standardized somewhere between that of the highest clerical apd 
the beginning professional, A salary ceiling is not recommended* 

73, Professional salaries should be examined and compared with other University 
salaries. Improvements shoiild be made ^sre called for^ 

7**-. Staff salaries should be exeaained on an individxial basis to discover and 
right inequities. 

'75* The entire concept of merit raises v\th respect to both the principle euid the 
meehanics deserVes a thoro\>gh reviev. , especially in connection with the effects 
of the Bracket Index, the giving of merit raises during the year, and the use 
of salary savings. 

76. Staff members should be told whether a raise is a merit increase, a change in 
service credit, an increase in bracket, or a cooibination. 



Recruitment and Vacancies 
77, Continuing- attention be given to discrimination which is a contentious and 

important topic. Statistical data is difficult to handle and can be mislead- 
ing. It is clear that at the present time there are a number of unbalances: 

(a) Minority groups are under-represented throuighout; 

(b) Senior posts, higher professorial ranks and service classifications have 
O proportionately more men than wo^en; 
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FXDLICY IX)CUN1F.N TATI0N Ari) HEViEW (cont >) 

30. There nhould be input fz-om students and faculty as well as all levels of staf f ♦ 

Supervisors should make every attempt to keep rules uniform. When this is 
impossible or impractical, exceptions should be made in such a manner that 
it does not make the fiupervisee 'lose face'. 



COMMUNICATION 

58. A major finding of the study is that there are serious communication pMfclema, 
The Study Team recommends that greater emphasis be placed on communications in 
dealing with all aspects of management and service. Greater attention should 
be paid to the need for multiple channels of communication and to the need to 
check occasionally on the effectiveness of these channels, especially with regard 
to unconventional services. 

59e All staff should recognize their role in representing and interpreting the 
Libraries/AVC and should act accordingly. 

So. Existing formal mechanisms for public relations should be improved and 
expanded. 

61. A program to increase the knowledge of all functions and departments of the 
Libraries/AVC among all staff should be designed and iinplemented. 

6^. T'he Business Procedures Manual and copies of other handbooks and manuals use- 
ful t/O employees should be placed where employee* have easy access to them, 
in addition to the Personnel Office and the Administrative Offices* 

r3. A Libraries/AVC directory should be produced wiiich includes staff members by 
name with her/his position, department and phone number. 

PERSONNEL 

6U. During the study there has been considerable evidence of inadequate knowledge 
of policies relating to salaries, benefits and personnel policies. It is 
recommended that a high priority be given to the better communication of these 
matters and to the more effective remedying of misconceptions. In particular, 
an employee handbook should be developed to include information on: 

"Libraries/AVC table of organization; 

—Library administration; 

— Library units and their functions; 

«-wage8 and benefits including grievance procedures; 

--Procedure for enrolling in classes; 

— Bxplanation of service credit. 

ERLC 



MANAGENtENT INFORMATION 

kU . Basic general areas of needed information should be specif icaJLli'- identified and 
both the need for the information and how it can be supplied and used in deci- 
sion making should be sttidied. 

Standards and "indexes" should be developed for decision making information, 

U6, Appropriate information in the following areas is not adequate • Neded^ltiforma- 
tion should be icjentified and collection impleuented. 

a. Statistics an^ information about users and potential users— >rtio they are, 
their habits, what they use, levels of satisfaction, etc. 

b. Statistics about the use of collections as a basis for allocation of re- 
3 scurces, discarding, replacement^ storage^ etc* 

c. Work load and work flow measurements, output statistics, and performance 
standards. 

d. Required resources for accomplishing certain library tasks and services. 

e. Equipment aU-ocation, depreciation, and replacement decisions. 

Uy, The termination inteinriew sho\ild continue to be eun integral part of the termina- 
tion procedure. Data so collected shoxxld be evaluated to identify trouble spots 
and recommendations for Improyemeht made. 

U8. Information should be readily available concerning the status of any ordar from 
selection until the materials are available for use. 

**9. La^ times in reporting accounting and financial infon/iation should be shortened. 

50. The accounting procedures for the purchase of subscriptions and continuations 
should be studied and revised so that clearer and more detailed reports 
become available. 

POLICY DOCUMENTATION AND REVIEW 
5TI the Study Team reconmenda that 

21. Policies should be written and include a state of purpose 

b. Policies should be reviewed regularly 

c. Policy making should involve all levels of the Libraries/AVC staff and 
due consideration of the users 

Policies should be coordinated in some manner a3 to encourage consistency. 
For example; Circulation policies should be examined with a view to 
making them more consistent and adaptable to patterns of demand. 

52, There should be a policy manual or file. A person should be in charge of this 
file, to assist people in finding items. 

55. There should be a program for preparing, discussing, recording, distributing, 
publicizing, and reviewing policies. The policies ahouM be reviewed on an 
annual basis to ensure that they reflect the range and type of services the 
Libraries/AVC should be providing. 

^i*. 'Ttie procedures and formats described in the ARL Occasional Paper No. 2 •Library 
Policies' could be adopted aa a guide* 

55. Whereas the responsibility for policy making lies with the Director, who in any 
case has the right to delegate, refer, and seek advice, the Study Team recccsmends 
O Xhe creation of a policy review committee with t^ roles: 
ERy^Ca. The body to which policies normally could be referred for comment; 
"™^ b. A general responsibility to review and offer advice on policy. 
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PLANNING (cont,) 

yy. Long rariKe budgeting for priority items desired by the library' shouLd be 
instituted in conjunction with long range planning. 

56. information concerning the cost-ef fectiveness of various alternatives in 
staffing, materials, ourchasing, services, etcc> should be made readily- 
available. Major study is Indicated here. 



P EHPORMAlfCE GOALS 

57» The study team believes that moving toward the broad use ^f performance goals 

will make a significant contribution to more effective Libraxies/AVC operations. 
The study team is conscious that there may be significant problems in the 
implexcentation of performance goals in the Litraries/AVC environment. Never- 
theless, the study team recommends that the xxse of performance goals be tried 
in one or more parts of the Libraries/AVC system on an' experimental basis. 

Libraries/AVC staff should be trained in setting performance goals. Written 
statements of such goals are recommended as veil as the evaluation of staff 
in the achievement of those goals. 



59. The present allocation of fiinds for library materials for the various subject 
areas should be studied in order to determine if there could be a more equit- 
able distribution. 

UO. Supervisors should have more input into the budgeting process* A question- 
naire should be designed and sent out at an appropriate time each year on which 
they could list requests for additional personnel, equipment and materials 
along with their reasons for these additional needs. If these requests 9.re 
given serious consideration, the supervisor should be called in, to further 
Justify these needs, if the requests are not given serious consideration, 
the supervisor should be so informedo 

Ul, -^rhe Libraries/AVC siiould gradually assume the full cost of providing furni- 
ture, equipment and wages for the departmental libraries and discontinue 
reining on additional Panda from the University departments for these pur- 
poses. 

U 2, The total book budget figures should reflect the additional book funds 
received from outside sources. 

U3. The school, departmental and floor librarians should use more initiative and 
control in deve loping collftctioriB relevant to Purdue's needs. 
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OR GANIZATIONAL CHAIS ES (contQ 

Reference cervice in the General Lil>rary should be tailorW to the needs 
of the users and organized to provide graduated levels of service from an 
"information desk** up. 



CommitteeB 

®/ Staff at all levels be involved in cosanittee work. (see nuinber 8) 

25. Connaittee work should receive more publicity in order to acquaint staff with 
activities, recooiraendations and decisions. 

26. Change the Administrative Council's nejne to Administrative AdviBory Council 
and allow Council members to send a substitute. 

27. Copimittee for Staff Concerns , 

(a) There is a need for a staff concerns committee to examine matters of 
supervision, personnel policies, staff development, and working con- 
ditions. 

(b) The Study Team would see the consnittee as reporting to the Director 
and also acting in an advisory capacity in personnel matters • 

(c) This committee should be broadly based. 

(d) It is suggested that we start with an elected interim committee with 
two functions: 

1, Devise a suitable permanent committee(B) based in part upon the 
findings of the study, 

2. Handle such urgent assignments as are referred to it* 

28. Problem-oriented and discussion-type meetings involving all levels of staff 
should be instituted to deal with the variety of coaanuni cat ions and under- 
standing problems turned up by this study » 



FLAifrilifo 

29. The Libraries/AVC planning process should be formalized. 

30. The process should have the involvement of the entire staff especially with 
respect to their own tinits., 

5L* The process should interrelate with the rest of the University. 

^ fhe process should contain a qualitative control review. 

5J . The responsibility for the coordination and initiation of planning should be 
assigned to one person. 

% . A central planning office should be created to handle all aspects of manage- 
ment information and to organise an efficient system for ar*alysis. 
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ORGANTZATIPNAL CHAISES (cont,) 

12, Flexible world.ng hours for xX)n-contact staff sho^lld be developed* 

15» A new classification of employinent, between clerical/service and professional' 
in temA of salary, benefits and responsibilities should be established, Hbls 
new classification would consist of several strata of "para-professionals" who 
perform highly skilled, technical and/or semi-professional functions and shouLLi 
include the OAA-and.TAA classification. 

l^^-. Statements were made relating to the desirability of baclcup personnel^ both for 
covering deslka when regular inc^cabents are absent d\ie to illness or vacations y 
and covering positions when an inciambent is pursuing educational benefits. It 
would seen^ highly desirable either to establish a "labor pool'*, or to increase 
the flexibility of assignments to the point where these needs can be served* 
Flexible assignments would also have the desirable effect of improving inter- 
departaental couumnication. 

15. Several groups noted that they are frequently ashed to do work which they regard 
as work more suitably performed by groups outsiie of the Llbraries/AVC (particu- 
larly, Physical Plant for moving furniture and other physical labor including 
Janitorial tasks). The administrative procedxires necessary to obtain help from 
Physleill Plant should be refined to make this more practical, and all" super- 
visors should be apprised of this. 

16. Provision slx^uld be made, in staffing the Libraries, for minor repairs to be 
handled internally. 



Liaison 

17. In order to onsxire coordination of academic programs with library needs, cacsmi- 
nication between the Hbraries/AVC and all academic departments should be improved* 

18. Liaison between the LibrarijBs/AVC and the various research centers of the Univer- 
sity, such as LARS, TFRC, Thermal Science and Propulsion Center, etc., would 
benefit the information needs of many potential users. 



Services 

19. Greater emphasis should be given to the librarian's role in accessing informa- 

tion — alncost to the personaJ.j one to one levels 

20. Consolidation of small collections should be investigated^ 

21. Expansion of the current book delivery system should be invest igated# 

22. The "Catalog Information Service" should be expanded and made more viaibile to 
potential users. 

' 23, The planned consolidation of the circxaation and reference desks of the General 
Library should be implemented and that a General Information Desk should be 
Located near the Main entrance of the General Library. 
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In addition, the Study Team coneider^^d the possi'bility of the Libraries/AVC 
becoming Tivore involved in the whole spectirua of producing and using recorded in- 
fonuatlon. There was not agreement on this point, but a minority opinion is that 
the Libraries/AVC should be more involved in identifying inadequacies in the 
iiouroes of information and be more active in producing, testing and reviewing 
recorded Information. A fuller discussion is in Chapter II. Mission and GoflLls, 



ORGANIZATIONAL CHANCES 



5. The Libraries/AVC should structure its organization along more functional 
lines. A study should be made to determine priorities and locations >^ere 
recrrouping of related and/or similar functions can be achieve, including 
the Audio-Visual Center. 

^. A Planning Office should be formally established under the supervision of 
the Associate Director bringing together the functions of planning, budget- 
ing, management information, personnel, systems and research. 

"5. Attention should be paid to the spans of control. 

6. A thorough review should be made of the Readers Division organization with a 
view to further consolidation leading to eight school librarians report 
ing to the Assistant Director, who in addition would be given adequate adiiini 
trative assistance. 

7. We encourage the forthcoming review of the organization of the catalog unit, 

8. The staff at all levels flhould be imrolved in coEamittee work. 



Style 

9. The Libraries/AVC should begin an ijnmediate movement toward a management 
«tyle based on the applicable findings fma behavioral reaesirch. 



10. ?here siiould be a greater consclouanesp in recruitjinent of tb-' desirability of 
buldliiig up a wide range of expertise (e.g** SDI user surve, hlfltorical^ 
bibliography, interview techniques, citation analysia, speci^^jt literature 
of any kind) as well a« subject backgrounds. TUMn would increase the collec- 
tion competence of the Libraries/AVC staffs Greater familiarity with and 
exploitation of such apeciallBt knowledge should be developed iisnaedlately. 

11. The Study Team has not attempted to review and analyze the mmifications of 
faculty status but does identify it as a senaitive area deserving of contin- 
uing consideration. It recoottends a continuous exploring of and making knowa 
the Ijaplicatlona of facuJ.ty status. 



Structure 
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The mission of Piirdue UiuverGity Libra-ries and Audio- Viaual Center is 
meet the iniorraational requirements of the t^tal Uiiiversity cc:LrrA.uiity . 

IMPLEMENTATION 

1. To assess the informational requir^:^ii;cnts of the University ccniriunity 
on a continuing basis by formal and miorrr.al interaction v/it;h all 
other elements of the University cciTjnunity . 

2. To select from available infornaticn that portion most applicable to 
the requirements of the University cccjr.unity 

3. To acquire, organize and arrange these informational resources in a 
manner and in a physical setting most conducive to their use. 

'^v. To interpret and publicize these resources through informational and 
educative services in order to increase the benefits of the Libraries 
and Audio-Visual Center to all merr^bers of the University cornriUnity. 

"i. ■ 'To make available^ interpret and publicize an additional .ran^^e of 
informational resources and services by active collab'^ration with 
other institutions through interlibrary loan^ information networks^ 
and other cooperative arrangements. 

6. To Btudy the operations and services provided by the Libraries and 
Audio-Visual Center to assure effective use of available resources. 

7. To present and interpret to the funders the fiscal and other needs 
of the Libraries and Audio-Visual Center. 

8. To provide an cnvircnr;ent in v/hich to develop and !n,aintn.in a capable 
staff. 

9. To anticiDate and plan for futoi'e developments in informational needs 
and services which are likely to affect the University cormnunity. 



000188 



LIST OF RECOMMENDATIONS 
The 3tudy Teem makes the following recommendations: 
GEMERAL RECOMMENDATION 

1, At the end of this Mane^^ement Review and Analysis, numerous specific recom- 
mendationes are presented. Hofwever, the Study Team would like to suBuaarize 
its conclusions in the form of a general recommendation r The Study Team 
recommends that the management style of the Libraries/AVC should 

-become more formal in that plans, policies, responsibilities and 
performance goals are developed, doc^imented and reviewed on a regular 
basis; 

-beccaae better infonaed in that greater esaphasis is placed on com- 
munication and management information, especially data on the needs 
and behavior of users and potential users; 

-become more participative in sharing, where possible, involvement 
in planning and decision-xnaking. 



MISSIO N AND OBJECT IVES 

2. The Studj^ Team recommends the adoption of the following statement of 

Mission and Implementation as a basis for the development of the Libraries/AVC* 
This statement should be used as a basis in reviewing the actual and proposed 
programs of the Libraries/AVC and should itself be subject to review* 
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